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ABSTRACT 
 
 
The intention of this study was to investigate how organisational change was 
implemented at S.P. Metal Forgings Uitenhage, what the outcomes of the changes were 
and the effect on the organisational culture. In order to achieve this goal, the following 
actions were taken: 
• A literature study was conducted of various texts relating to organisational 
change and the associated topics with the intention to identify strategies and 
techniques to aid the successful implementation of organisational change. 
• An interview was held with the managing director of S.P. Metal Forgings to aid in 
understanding the need for organisational change at this particular facility and 
to have insight into how he implemented the changes. 
• A self administered questionnaire was distributed amongst a number of 
employees. The survey covered all levels of the organisation, from machine 
operators to departmental managers, to provide a comprehensive picture of 
how the employees viewed the changes and associated topics. The 
questionnaire requested responses from the respondents regarding their 
demographical details and their individual opinions regarding the organisational 
change, which covered the lead up to the changes and the manner in which the 
changes were made. The questionnaire also included sections covering change 
outcomes, which measured the success of the change efforts and lastly 
organisational culture on site at the time of the study. 
 
The results from the literature study showed that there are a number of accepted 
change models which can be adopted when implementing change. These models assist 
in driving the organisational change. The empirical study revealed that for the changes 
implemented at S.P. Metal Forgings Uitenhage, a change model was not adopted and 
V 
 
that a number of vitally important areas associated with the change efforts were 
inadequately addressed. 
 
The organisational changes were introduced on this particular site with the intention of 
minimizing the loss situation and re-establishing the organisation as a profit generating 
entity. The empirical study showed a number of positive outcomes associated with the 
changes but also highlighted areas of concern and points which can be improved. 
 
The culture found within an organisation influences the organisation in many ways 
which include the ability of the organisation to accept change and the ease of 
implementing new procedures and equipment. The culture also influences the daily 
operations of a manufacturing facility such as this one. The study revealed that the 
respondents are not driven to perform at their best as a result of the lack of recognition 
which they receive and that the relationship between employees and management can 
improve. 
 
It was concluded that organisational change is not easy to introduce and that it needs to 
be well planned and executed. Change requires transformational leaders, a clear vision, 
an analysis and well-thought out and properly implemented actions. 
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CHAPTER ONE 
 
INTRODUCTION TO THE STUDY 
 
 
1.1 INTRODUCTION TO THE STUDY 
 
On a global scale and across all industries, the rate of change is not slowing down but 
rather increasing. It is expected, that over the next few decades, competition will 
increase and as a result the rate of change will increase (Lobe, 2005: 3). Current 
macroeconomic forces at work are possibly going to strengthen over the next few 
decades. As a result, more and more organisations will be forced to reduce costs and 
improve on the quality of their products and services.   
 
In today’s ever increasing pace of conducting business more and more organisations 
find themselves in a dynamic environment that requires rapid adaptation. This is as a 
result of a number of factors such as increasing pressure from international competition, 
deregulation, mergers, the rapid growth in information technology and the changing of 
societal values that impact customer performance and employee expectations. Failure 
to adapt to the changing environment may threaten the survival of the organisation 
(Robbins, 1989: 526). “Change or die”, is the call from today’s top managers worldwide 
(Robbins, 2001: 540). An increasing number of organisations are facing a dynamic and 
changing environment and as a result they are required to adapt and change. 
 
Planned change comes as a result of the organisation recognising the need for change 
and making a conscious decision to introduce changes to the current situation. Planned 
change is the act of making things different and not simply reacting to changes which 
are imposed by external forces. According to Hunsaker (2001: 377), planned change is 
a result of systematically planning for and taking actions to reach a desired goal or 
organisational state.  
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In the process of preparing for any change, a large amount of planning is required to 
allow for the changes to be effective and the changeover to be efficient. If the planning 
is poor, the change will not have the required forces and structures to assist with the 
implementation and the change may become a hindrance to the business or may never 
be introduced successfully. Robbins (1989: 538) wrote about planning for change and 
proposed that it may be in the organisation’s best interest to acquire the services of a 
specialized consultant to assist with the planning.  
 
Operational disruptions are associated with organisational change and as a result of 
disruption organisational changes are feared (Kotter, 1999: 29). The extent of the 
disruption can be associated with the extent of the change being implemented and the 
level of planning carried out for the implementation of the change. The disruption can be 
caused by many issues such as the installation of new equipment, new methods of 
operation or resistance to accepting the change. There are many reasons and 
possibilities which can cause disruptions. Senior individuals driving the change need to 
do as much as possible through training and discussions to minimize the disruptions 
whilst introducing the relevant change. 
 
Companies need to plan for resistance which will be experienced whilst implementing 
change. Kotter (1999: 37) explained that one of the easiest and most common ways in 
which resistance can be overcome is through education which is carried out prior to the 
introduction of the change. Resistance to change can have a radical effect on the 
change implementation process.  
1.2 BACKGROUND TO STUDY 
 
In 2007 the company previously known as Guestro Forging and Machining, which 
formed part of the Dorbyl Group, started to experience a rapid decline in business. 
There was a number of contributing factors towards this, which included: relatively high 
operation costs, a global economic decline and lack of investment from the share 
holders. 
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In 2010 the business was acquired by S.P. Metal Forgings and was renamed and 
rebranded as S.P. Metal Forgings Uitenhage. At the time of takeover by S.P. Metal 
Forgings, the organisation was under extreme pressure to implement changes at the 
newly acquired Uitenhage site to limit losses. The pressure was both internal and 
external in nature. The organisation had lost a large amount of business and was 
continuing to lose contracts on a monthly basis. S.P. Metal Forgings Uitenhage was 
losing contracts and business to competition around the globe as the company was 
considered to be non-competitive. At the time of takeover, the Uitenhage site had 
approximately 85% free capacity.  
 
Internal forces, factors from within the organisation which are stimulating and encourage 
the need for change (Senior, 1997: 218), resulted as the organisation was not operating 
in a sustainable, profitable manner. This resulted in an excessive pressure to increase 
performance. Externally, S.P. Metal Forgings Uitenhage predominantly operates within 
the automotive sector and this sector is considered to be highly competitive and 
challenging. The organisation was therefore under additional pressure from external 
sources and markets to introduce a number of changes. 
 
Being the largest forge in the southern hemisphere, the management of S.P. Metal 
Forgings Uitenhage realised that in order to become profitable and sustainable they 
needed to expand their global footprint and seek new work, both locally and in different 
foreign markets. At the time of takeover a global recession was at its peak and finding 
new business was difficult. This needed to be realised and acknowledged, however 
opportunities needed to be found during a recession. It was also realised that when the 
economy began to improve, many opportunities would exist and these needed to be 
exploited in order to maximize the site’s full potential. 
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1.3 PROBLEM STATEMENT 
 
This introduction offers the basis for the exploration of the main problem of this study: 
 
How was organisational change implemented at S.P. Metal Forgings Uitenhage, 
what were the outcomes of the change and the effect on organisational culture? 
 
An analysis of the main problem allowed for the identification of the following sub-
problems: 
 
Sub-problem one: 
What guidelines are presented in the theory for managing organisational change?  
 
Sub-problem two: 
To what extent were the guidelines for organisational change followed by S.P. Metal 
Forgings Uitenhage? 
 
Sub-problem three: 
What are the desired outcomes associated with the organisational change in general, 
and as implemented at S.P. Metal Forgings Uitenhage? 
 
Sub-problem four: 
What are the key aspects of the current culture at S.P. Metal Forgings Uitenhage? 
 
In order to answer the main question and the three sub-problems, the following 
objectives were developed. 
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1.4 OBJECTIVES OF THE STUDY 
 
The study was aimed at achieving the following objectives: 
 
Objective 1: 
• To interview the managing director to determine the extent and the urgency of 
organisational change at S.P. Metal Forgings Uitenhage. 
  
Objective 2: 
• To investigate existing literature related to organisational change management 
and the desired outcomes of change. 
 
Objective 3: 
• To conduct a survey to determine the extent to which S.P. Metal Forgings 
Uitenhage followed the theoretical guidelines for change and whether they 
achieved the desired outcomes of change.  
 
Objective 4: 
• To assess the current culture of the plant.  
1.5 SIGNIFICANCE OF THE STUDY   
 
Change is not a new phenomenon and has always been present. However, the rate of 
change continues to pose challenges. Life cycles have been halved and in some cases 
even reduced further. A logical example of this is information technology, which is 
changing and advancing at a staggering pace, as evident in the rapid pace of progress 
and advancements made during the last decade. Change is vitally important to any 
organisation. Pressure is being placed on companies due to ever increasing competition 
and the capability of international competition. Customers are demanding improved 
quality at reduced cost. For companies to remain competitive and financially viable in 
the future, change is imperative.  
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This study is of importance to industry and specifically to the automotive industry as it 
highlights the need for continuous improvement in production facilities to avoid potential 
jobs losses and possible closure. Secondly it reflects the realities and the possible 
resistance which may be experienced when introducing organisational change. It 
highlights the need for immense focus and dedication from the management team in 
order to succeed with organisational change efforts. 
 
1.6 KEY CONCEPTS OF THE STUDY 
 
The following are a number of key concepts which were prevalent throughout the study: 
 
 
 
1.6.1 Organisational change 
 
Robbins (1993: 668) defined change as, “making things different”. Organisational 
change is commonly accepted in literature as the act of making ‘things’ different. The 
changes may be to the organisational reporting structures, the manner in which things 
are done, reward structures or any other change which is made to the current 
organisation.  
 
Planned change is as a result of an organisation planning for and taking action to reach 
a predetermined state. Furthermore planned change is defined by the fact that it 
involves a conscious decision to make things different as opposed to reacting to change 
forced onto the organisation from external sources (Hunsaker, 2001: 377). 
 
Paton and McCalman (2003: 4) referred to stories dating back to different times in 
history when individuals and groups implemented change, and in the majority of these 
cases were extremely successful as they understood the need for change. Paton and 
McCalman (2003: 5) made the following statement: 
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“One can try to predict the future. However, predictions produce at best a blurred 
picture of what might be, not a blueprint of future events or circumstances. The 
effective and progressive management of change can assist in shaping a future 
which may better serve the enterprise’s survival prospects.” 
 
In the mid 70s Basil and Cook (1974: 180) identified the importance for change in 
industry. They concluded that organisations which are in crisis are forced to adapt both 
strategies and structure under the environmental pressure of change. However as a 
result of the crisis related to change, dysfunctional and even traumatic adjustments in 
communication patterns, relationship networks and decisions are made. Changes within 
the organisation and the environment can result in chaos. As a result of the potential 
mayhem which could result from organisational change and the inability to make 
accurate predictions, it is important that an organisation incorporate flexibility into its 
culture in order to minimise disruption during change. 
 
1.6.2 Organisational change model 
 
Organisational change models refer to the frameworks which the organisation adopts 
for the change efforts which they have entered into in order to achieve predetermined 
and desired outcomes. There are a number of models which various authors have 
written about in the literature and are discussed in more detail at a later stage in the 
literature review chapter. 
 
Organisations adopt a change model to allow for a structured approach to be taken 
when entering into transition. The intention of the change model is to allow for a smooth 
transition and to successfully implement the desired changes which will provide lasting 
benefits. 
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1.6.3 Organisational culture 
 
Organisational culture is developed through the influence of a number of factors. The 
culture of the organisation is developed through the overall subjective perception 
formed by the employees. Robbins (1989: 490) listed the factors influencing the culture 
as: structure, the degree of autonomy, reward orientation, warmth and support provided 
by management and the willingness of management to tolerate conflict. The overall 
perception which is developed becomes the culture present within the organisation. An 
organisation’s culture takes a substantial period of time to be developed, but once it has 
been formed it requires considerable effort to change (Hunsaker, 2001: 325). 
 
1.6.4 Driving forces 
 
Thompson and Strickland (2001: 1993) coined the phrase “driving forces” which is used 
to describe the factors responsible for the organisation to consider a change strategy. 
They refer to these forces as ‘impact forces’ which drive the industry participants, 
comprising of the competitors, customers or the suppliers, to alter their current actions. 
The driving forces in an industry are the major reasons as to why industry adopts 
change.    
  
1.7 ASSUMPTIONS 
 
The following assumptions were made: 
 
• That planned and well-implemented change is more likely to deliver required 
outcomes. 
• Organisational culture is important for the success of the organisation. 
• The culture of an organisation can be shaped. 
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1.8 SCOPE AND LIMITATIONS OF THE STUDY 
 
A self-administered questionnaire was issued to the intended respondents. The survey 
covered all levels within the organisation, with the intention to provide a comprehensive 
picture of the results of the changes which were introduced. The questionnaire was 
distributed to a sample group of approximately 100 respondents. 
 
The research focused on the actual change philosophy which has been adopted by S.P. 
Metal Forgings Uitenhage and the outcomes of the changes. The effect which it had on 
the organisational culture was also examined. Due the nature of the problem, the 
questionnaire took on a qualitative nature however quantitative elements were present. 
 
Although customers would possibly be the best respondents regarding outcomes and 
the level of improved service delivery, this study was based on employees’ perception 
and beliefs regarding the changes made. 
 
 
1.9 RESEARCH METHODOLOGY 
 
The following procedure was followed in order to achieve the goals of the research: 
 
1.9.1 Literature study 
 
A literature study of published, electronic and printed texts and studies relevant to the 
topic was undertaken. The intention of the literature study was to research the current 
thoughts and trends regarding organisational change. The research was based solely 
on a single site, S.P. Metal Forgings Uitenhage, which operates predominantly within 
the automotive sector.  
 
Apart from conducting theoretical research, an interview was held with the managing 
director of S.P. Metal Forgings, Mr Ken Manners. During the interview a number of 
pertinent questions were raised regarding the specifics associated with the need for 
change on the site.  
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1.9.2 Empirical study 
 
Empirical data which was required to achieve the research objectives was obtained by 
means of a questionnaire which was developed through scientific means. The 
questionnaire was administered to employees of S.P. Metal Forgings Uitenhage. The 
questionnaire was administered to employees from all levels within the organisation.  
 
The questionnaire consisted of four sections: 
• Demographic details. 
• Organisational change models. 
• Change outcomes. 
• Organisational culture. 
 
 
 
1.9.3 Population 
 
The population to whom the questionnaire was administered consisted entirely of 
employees from within the organisation. The questionnaire was distributed randomly, 
however all levels within the organisation were given the opportunity to participate.  
 
1.9.4 Statistical analysis 
 
Statistical methods were used for the analysis and interpretation of the data obtained 
from the questionnaires. 
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1.10 OUTLINE OF THE RESEARCH PROJECT 
 
The research includes the following chapters: 
 
Chapter 1: Introduction to the study. 
Chapter 2: Literature review. 
Chapter 3: Research methodology. 
Chapter 4: Analysis and interpretation of the results of the empirical study. 
Chapter 5: Conclusions and recommendations. 
 
1.11 CONCLUDING REMARKS 
 
The aim of the chapter was to align the remainder of the study with the main problem 
statement and the associated sub-problems. The problem statement was discussed and 
will position the study. A brief outline of S.P. Metal Forgings Uitenhage, the target 
organisation of the empirical research, was included, as well as a brief outline of the 
type of literary study conducted. The remaining chapters intend to address the problems 
statement and the sub-problems as mentioned. The significance of the study and the 
objectives of the study were presented. The outline to the study was briefly covered. 
Chapter two will examine literary theories regarding the relevant contents. 
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CHAPTER TWO 
DRIVERS OF CHANGE AND CHANGE MODELS 
 
 
2.1 INTRODUCTION 
 
In chapter one, an overview was provided by presenting the problem statement, the 
scope and the limitations of the study, a discussion of the significance of the study, the 
study objectives and the research design. The objective of the study was to evaluate the 
success of the implemented changes which were introduced at S.P. Metal Forgings 
Uitenhage and to assess if the desired outcomes were achieved.  
 
This chapter provides an overview of literature relating to organisational change. 
Specific attention is given to the driving forces of change and various change models. 
The predominant factors which influenced the changes at S.P. Metal Forgings 
Uitenhage were identified through an interview with the managing director and owner Mr 
Ken Manners.  
 
Change can be defined as making things different. Robbins and Judge (2013: 614) 
explained that, through the introduction of change, old systems and styles are removed 
and replaced with new processes and procedures.  
 
Prior to change taking place, the organisation and its management need to 
acknowledge the need for change and should understand the importance thereof 
(Brown & Harvey, 2006: 15). There are two primary stimulants of change, these being 
either external or internal forces. External forces stem from actions external to the 
organisation, whereas internal forces result from decisions to alter the way in which the 
organisation achieves its desired goals and objectives. Either of these forces can result 
in change. 
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2.2 DEFINITION OF CHANGE 
 
Davidson (2002: 4) defined change as the “continuous process of aligning an 
organisation with its market place and doing it more responsibly and more effectively 
than competitors”. He elaborates on the definition, explaining that the key management 
functions namely: strategy, operations, culture and reward need to be continuously 
adjusted and realigned to the organisation’s needs and performance. It is of importance 
that managers remember that they are changing, manipulating and rearranging a 
variety of both human and non-human elements and therefore need to act accordingly. 
 
Robbins and Judge (2013: 614) pointed out that the responsible individual for change is 
commonly referred to as the change agent or when more than one is involved, they are 
known as change agents. A systems-orientated approach, or a planned and structured 
approach, to change is commonly referred to as organisational development (OD). The 
term organisational development is used for a variety of change-oriented activities and 
is generally used loosely for a term which encompasses the majority of activities for 
managing change. 
 
2.3 DRIVING FORCES OF CHANGE 
 
Senior (1997: 30) indicated that organisational change is a response to an external or 
internal force. It is explained that the concept of change is constant but the manner in 
which change is adopted is not always the same. The comments made by Senior 
(1997) capture the essence of change highlighting the point that change is never the 
same and the manner in which change leaders need to act during a change period 
depends on the particular circumstances, however the presence of change remain 
constant. 
 
Hunsaker (2001: 378) highlighted that a change scenario can be visualised as two 
opposing forces tending toward a state of equilibrium. For the change to occur, it is 
necessary to tip the balance of forces so that the system can move toward a new level 
of equilibrium.  
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As can be seen in Figure 2.1 below, the driving forces associated with the change are 
required to exceed the opposing forces. If this is true, change will take place and a new 
level of equilibrium will be achieved. This new level of equilibrium will depend on the 
strength of the driving forces as opposed to the strength of the resisting forces. If the 
driving forces are far greater than the opposing forces the desired changes will be fully 
implemented and the envisaged operating level will be achieved. 
 
Figure 2.1: Driving forces versus resisting forces 
 
Source: Senior (1997: 30) 
 
The discussion below begins with external forces of change then moves to internal 
forces of change. Thereafter, some of the external and internal forces that necessitated 
change of S.P. Metal Forging Uitenhage are discussed. 
 
2.3.1 External forces 
 
In the early seventies, Basil and Cook (1974: 180) highlighted the need for 
organisations to be flexible and responsive in order to survive changes and the growing 
pressures placed on organisations by the growth of the global economy. They claimed 
that change responsive organisations require a refining of organisational requirements 
and expectations. Reflecting on this statement by Basil and Cook (1974), it can be seen 
that organisations have become more flexible and responsive to global demands and 
that life cycles of products have been reduced. To see this one can look at the 
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automotive industry where a particular vehicle development would take a number of 
years as opposed to only a few months as currently experienced. 
 
Robbins and Judge (2013: 612) explained that the majority of today’s organisations face 
a dynamic and changing environment in which they are required to operate. In order for 
an organisation to survive, it is required to adapt or gradually cease to exist as it is left 
behind by the rest of the particular industry’s players. 
 
As per Robbins and Judge (2013: 613) the six forces listed below are the major external 
forces which are forcing organisations to introduce new changes. 
 
• Changing nature of the workforce – On a global scale, organisations have to 
introduce a multicultural environment and by doing so, human resource policies 
and practices are required to change in order to accommodate the multitude of 
cultures.  
 
• Technology – Organisations are being required to spend large sums of money 
on the introduction of new technology into the workplace. This is changing the 
nature of the organisation and job specific actions and responsibilities. With the 
rate of technology development continuously increasing, organisations have 
had to become adaptable and so too have the organisations’ employees. 
 
• Economic shock – organisations have had to learn how to deal with extensive 
economic shocks such as the surge in oil price between mid-2003 and mid-
2008 (Kilian & Hicks, 2011). These economic shocks are becoming more 
common and at times cause an organisation to carry extensive losses and face 
possible closure. 
 
• Competition – With the development of global economies, an organisation’s 
competition is no longer restricted to other local organisations but rather the 
competition may be based at any location around the globe. Competition, be it 
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from local or abroad, can present as great a threat as any other. This has 
resulted in an increase in the amount of competition which an organisation is 
faced with. The organisation is required to compete against both small 
entrepreneurial firms with new innovative products and their large traditional 
competitors who offer new products and services. Organisations which will 
succeed are those which can change and respond to the competition. In order 
for the organisation to do this they will require a workforce which is flexible and 
responsive which can adapt rapidly to rapid and radical changes. 
 
• Social trends – Over the past generation many social aspects of life have 
changed. If one was to consider marriage and divorce, as the average age at 
which people are getting married has increased and half of all marriages 
globally end in divorce. An obvious effect of this is the increase in single 
households and single parents, which has changed the demand for goods and 
services, for example, an increase in the demand of fast moving consumer 
goods such as quantities of single portions of frozen foods. In recent years the 
world has seen the introduction of many new social networking tools such as 
Facebook, Twitter and Mxit which has allowed for individuals and organisations 
to communicate with target groups, easily and continuously on a global scale. 
 
• World politics – The world has seen drastic and extensive changes in world 
politics over the past number of years. Examples of this are the reunification of 
Germany, the disbandment of the Soviet Union, the opening of the Chinese 
market and locally in South Africa the abolishing of apartheid. Many of these 
political changes have had a drastic effect. An example this can be seen in the 
United States defence industry. With the demise of the Soviet Union, the 
Pentagon in the United States of America has had a radically reduced budget. 
This has resulted in less spending and the loss of tens of thousands of jobs in 
the US defence industry. 
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From the above points, it can easily been seen that many factors influence and drive 
change from an external perspective. These are influences which the organisation has 
no control over. Factors which can be controlled by the organisation are referred to as 
internal forces. 
 
2.3.2 Internal forces 
 
Internal forces of change refer to factors from within the organisation which are 
stimulating and encourage the need for change. Senior (1997: 218) highlighted six 
internal forces which drive and inspire organisational changes. Within a single change 
scenario the majority of these forces will play a role, while some will play a greater role 
than others depending on the organisation and the particular circumstances relating to 
the change efforts. The six forces are: 
 
• Organisational growth – The company’s growth strategy is a direct product of 
the organisational leadership. There are four distinctive growth strategies 
namely; concentrated efforts, internal growth, acquisitions and disinvestment. A 
concentrated effort refers to intended growth emphasizing a single product or 
service. Internal growth refers to the continual addition of new products and/or 
services to the existing lines with the intention to adapt to changing methods 
and demands. Acquisitions refer to growth through acquiring other companies. 
The purchase may be made for a number of reasons such as buying out the 
competition, purchasing the supplier or even the largest customer. 
Disinvestment is a defensive approach for when the company needs to remove 
non-profitable entities from the organisation. The chosen growth strategy may 
be seen in the way in which the company previously interacted with other 
companies (O’Connor, 1993: 43).   
 
• Pressures for increasing performance – To achieve an increase in performance, 
whether it is an organisations performance or an individual’s performance, goals 
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need to be set. For a goal to be effective it needs to be difficult to achieve and it 
needs to be specific (Brown & Harvey, 2006: 129). 
 
• Managerial aspirations – This refers to the desires and goals which the existing 
senior management team have for the organisation. These decisions have 
ethical implications and significantly influence earnings. The aspirations and the 
decisions around this issue have a significant influence on decisions regarding 
which assets are acquired, how to best utilise the assets, site location, 
approach to the market and so forth (Ireland, Hoskisson & Hitt, 2009: 73).  
 
• Political coalitions – when organisations are viewed as political systems, 
similarities can be drawn between the organisation and systems of political rule. 
The terms democracy, autocracy or possibly anarchy may be used to describe 
the happenings and structures within an organisation when referring to the 
principles of power and management style within the organisation. When 
dealing with change, it is important to realise that coalitions between individuals 
are more important than work teams and the change leader needs to know who 
is powerful and who the influential individuals are close to.  It is important to 
build support for the particular approach or change if it is to be successful 
(Cameron & Green, 2009: 196). 
 
• Redesign jobs – Job design refers to the manner in which the particular job is 
structured. When redesigning jobs, or processes, it is important to decide which 
factors are needed to be met. It is important to indicate that these factors are 
better suited and achieved through the redesigned job than any other method 
(Cameron & Green, 2009: 196). 
 
• Restructuring – There are a number of possible reasons for restructuring an 
organisation or a part thereof. These include downsizing or rightsizing, flattening 
of the hierarchy or the implementation of a revised strategy, to name but a few. 
At first glance, restructuring may appear to be relatively straight forward, but the 
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opposite may be true due to possible resistance which could be experienced. 
The typical approach used during restructuring is Lewin’s approach (Cameron & 
Green, 2009: 189). 
 
The forces listed above demand support from within the organisation to achieve the 
strategic, tactical and functional goals based on the organisation’s vision. However, both 
individual and organisational resistance can occur, which oppose change. It is therefore 
important to identify resistance and devise strategies to deal with it effectively (Senior, 
1997: 219). 
 
2.3.3 Driving forces of change at S.P. Metal Forgings Uitenhage 
 
At the time of the acquisition, S.P. Metal Forgings Uitenhage was under pressure to 
implement changes in order to limit losses experienced due to the operation of a non-
profitable facility. The pressures were both internal and external in nature. The 
organisation had lost a large amount of work and was losing contracts regularly. 
According to the production planner at the facility where the study was conducted, 
Cheryl Westpfahl (2013), when the takeover took place the Uitenhage site had 
approximately 60% free capacity.  
 
2.3.3.1 External forces 
 
At the time of takeover in March 2010, the global economy was in the grip of an 
economic recession.  The recession had affected the automotive sector in an adverse 
manner and to find new business opportunities proved difficult. According to a previous 
forge production manager, Andy Smith (2012), this needed to be acknowledged and 
realised, however opportunities needed to be found during the recession. It was also 
realised that when the economy began to improve, many opportunities would exist and 
these needed to be exploited as best as possible. 
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2.3.3.2 Internal forces 
 
S.P. Metal Forgings Uitenhage was acquired by a sole owner, Mr Ken Manners, who 
had particular aspirations for and demands on the organisation. According to Andy 
Smith (2012), the management team consequently experienced substantial pressures 
after the takeover and in turn this was passed onto the entire workforce and 
subsequently this created a negative atmosphere on the site.  This was compounded by 
the fact that the site had experienced three rounds of retrenchments in the previous 
three years. As a result all employees were unsure if there would be a fourth round of 
retrenchments and they felt that their jobs and futures were not secure.  
 
At the time of takeover there was extensive tension between management and the 
workforce as a result of the retrenchments (Smith, 2012). The workforce had lost their 
trust in senior management and no longer believed they were the best individuals to run 
the site effectively. This caused much tension on site and resulted in the workforce 
operating at reduced levels. 
 
Being the largest forge in the southern hemisphere, the management of S.P. Metal 
Forgings Uitenhage realised that to become profitable and sustainable, they needed to 
expand their global footprint and seek work locally as well as internationally. As the 
demand from the automotive sector and other industries locally, is insufficient to support 
a large factory of this nature, international contracts would be needed as well.  
 
It is therefore clear that both external and internal forces impact on organisations and 
that change should be aimed at adapting to these forces. Change can therefore not take 
place haphazardly, but should be well planned and implemented (Cawsey, Deszca & 
Ingols, 2012: 41). The literature provides various models of change that can assist 
organisations in the planning and implementation of change in a calculated and 
structured manner. 
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2.4 TYPES OF CHANGE AND CHANGE MODELS 
 
Hunsaker (2001: 377) explained that planned change is the result of efforts which an 
organisation has taken to reach a desired objective. Furthermore, planned change is 
defined by the fact that it involves a conscious decision to make things different, as 
opposed to reacting to change which has been forced on the organisation from external 
sources.  
 
Hayes (2010: 24) argued that planned change is a result of the failure of people to 
create an organisational environment which is continuously adapting. The continuously 
adapting and evolving organisation is referred to as an effective learning organisation. 
Hayes (2010) claimed that whether the changes within an organisation are continuous 
or sporadic, the ideal situation would be for a self organising and highly adaptive firm. 
 
2.4.1 Incremental change 
 
Hayes (2010: 24) stated that a majority of organisations experience change through a 
pattern referred to as the punctuated equilibrium paradigm. The punctuated equilibrium 
paradigm is a pattern which involves relatively extended periods during which the 
organisation only introduces incremental changes followed by a short period of 
disruption during which major change is introduced. The organisation’s survival may rely 
on this period of drastic change. During the extended periods when incremental 
changes are introduced, the organisation focuses on improving matters, known as 
continuous improvement, through adaptations and modifications of current activities. 
 
Incremental changes do not necessarily refer to small changes. Incremental changes 
may require a large amount of resources and have a large impact on the workforce.  
Incremental change can be defined by the fact that it is built into what already exists 
within the organisation. Over a period of time, the effect of incremental change may 
result in an organisation transforming from its original procedures (Hayes, 2010: 24). 
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2.4.2 Transformational change 
 
Hayes (2010: 24) described transformational change as a period of disequilibrium. It 
involves a break from past operating procedures and practices and a drastic change or 
development occurs. Transformational change is typically based on new relationships 
and the dynamics within the industry which may threaten the core competencies of a 
particular organisation. The lack of transformational change may question the existence 
of the corporation. This approach to change looks at conducting operations differently, 
and may include new activities, as opposed to doing things better. 
 
Hayes (2010: 25) referred to a study which suggests most companies go through 
periods of incremental change and transformational change and that: 
• The pattern of change repeats itself with a relatively high degree of reliability. 
• Patterns within a particular sector or industry repeat themselves. For example in 
the cement industry a 30 year cycle is followed and in the microprocessor 
industry a five year period is experienced.  
• In the majority of industries the rate of change is increasing and the period 
between transformational changes, is decreasing. 
 
2.4.3 Lewin’s Model 
 
Lewin, who was a leader in the field of social psychology of organisations, developed a 
model to assist organisations in implementing change, which later become known as 
Lewin’s change model. The model shows three distinct steps in the change process 
namely unfreezing, changing and refreezing (Mabey & Mayon-White, 1993: 165).  
According to the model, all three phases need to be completed independently and in 
entirety, in order to successfully implement planned change into the organisation.  
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2.4.3.1 Unfreezing 
 
Hunsaker (2001: 376) explained that the unfreezing phase of the change exercise is the 
period when people are realizing or being helped to understand that the current 
methods are inadequate and that change is needed. In order to minimize resistance 
during the change period, the existing attitudes and mindsets need to be altered. During 
the first phase the change master, or their representatives, need to focus on convincing 
the relevant employees that change is needed and to increase the chance for 
successful implementation of the changes once conducted. 
 
The approach taken during this first step of unfreezing is typically determined by the 
relevant level within the organisation for which the change is intended. Whichever level 
the change may be targeting, the process of unfreezing is intended to make the 
individuals become more aware of their behavioral patterns and to become more open 
and accepting of change. For example an organisation may intend to introduce a matrix 
structure, and the relevant training may be provided prior to the implementation of the 
structure. 
 
2.4.3.2 Changing 
 
The second stage involves implementing the desired changes. In this stage it is 
required that the affected individuals are able to cease their current ways of performing 
their tasks and develop new procedures. It is these revised or new procedures which 
will allow for the desired goals to be achieved. On the individual level it can be expected 
to see individuals behaving differently, for example using new skills or new 
management strategies. On the structural level, typical changes may be in the 
organisational structures, reporting structures, the reward systems and the way in which 
activities are performed. On the climate level it is common to see the enhancement of 
interpersonal trust and openness and the reduction in confrontational interactions. The 
changing phase is the most difficult phase to implement due to our tendency of clinging 
to familiar behaviours as opposed to embracing the unknown and perhaps more 
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complex technology. In many cases the new process and procedure may be more 
complex and/or involve the introduction of new technology (Hunsaker, 2001: 376). 
 
 
2.4.3.3 Refreezing 
 
The third and final phase involves reinforcing the changes so that the changes made 
become standard operating practises - hence refreezing the process to the newly 
introduced processes. The refreezing process involves stabilizing and ensuring the new 
processes/procedures as common practice. The refreezing step may for example 
involve the development of employment criteria to ensure that all new employees within 
the company share common values and a management style inherent in the 
organisation. It is common to find that during the refreezing stage, the reward systems 
are adjusted to reinforce the new behaviors, ensuring they become the norm as soon as 
possible in a positive manner. When people are of the perception that the changes 
made are working in their favour and have positive consequences, the newly introduced 
changes will be reinforced and become a standard activity with greater ease. On the 
contrary, if the workforce is of the opinion that the changes are not working in their 
favour, increased effort will be needed to reinforce the changes and at this time the 
change master may wish to use external reinforcement such as positive reinforcement. 
An example of positive reinforcement may be giving the workforce the afternoon off 
once the change has been successfully introduced. The objective of this phase is to 
cause the attitudes and the behaviour of those effected to develop a self reinforcing 
pattern (Hunsaker, 2001: 377). 
 
Figure 2.2 below, summarizes the three phases of Lewin’s model for planned change 
and highlights the primary requirements and intentions of each stage. 
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Figure 2.2: The three phases of planned change in organisations 
 
Source: Hunsaker (2001: 376) 
 
From Figure 2.2 above, the movement from the current state to the new state with the 
requirements and the purpose of each stage can be seen. It is of great importance to 
note that for this model to be successful, each stage needs to be completed prior to 
moving onto the following stage. 
 
2.4.4 Reengineering 
 
When drastic changes are needed in a relatively short period of time, a reengineering 
approach to the situation is often adopted (Brown and Harvey, 2006: 407). The basic 
concept of reengineering is for managers and other parties involved to consider how 
activities and operations would be conducted and structured if they were to start over 
from the beginning. 
 
Reengineering is a system wide approach aimed at changing the basic processes of an 
organisation. The term reengineering was coined by Michael Hammer and James 
Champy and is taken from the concept of taking apart an electronic component and 
designing a revised version which possesses more desirable characteristics such as 
size or performance. The term reengineering is defined as the redesign and building of 
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the organisation with the intention to achieve drastic improvements in performance 
(Brown & Harvey, 2006: 407). 
 
Brown and Harvey (2006: 407) explained that the concept of reengineering is to obtain 
drastic improvements in performance in excess of 100% or greater. Reengineering 
focuses on the design of work activities and/or work processes, in other words 
examining the processes adopted to achieve the desired outcome. 
 
Reengineering does not refer to minor modifications or adapting to the current best 
industry practises. Instead it means starting with a clean slate and identifying the way in 
which things can be done best right now. These identified means of operating may 
include radical changes in the way work is processed, as well as working relations. The 
main emphasis of reengineering is the customer, either internal or external to the 
organisation, and ensuring they are kept happy.  
 
Brown and Harvey (2006: 407) referred to the first step in the reengineering process as 
identifying the key business activity of the department or work team. The second step is 
to highlight the performance expectations of the customer and to identify means by 
which their requirements will constantly be met. It is vital to incorporate a feature which 
allows for the processes to continuously be measured in order to meet these 
requirements. The third step is to reengineer the process whilst ensuring the work is 
organised around the process and not functions or departments. They note that it is 
important that work is simplified by combining related tasks and removing any 
processes, activities or elements which do not directly add value to the customer. Lastly 
the redesigned process is implemented and all the related activities undergo a 
continuous re-evaluation. It is important to periodically re-examine the processes due to 
improvements and changes in technology, competitors, customers and accepted 
practises. 
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2.4.5 Action Research Model 
 
Action research is a change process, based on the analysis of data which has been 
collected. The planned actions are directly based on the findings from the gathered 
information. The importance of this particular change model is that a scientific 
methodology for managing change can be applied to the relevant change scenario 
(Robbins and Judge, 2013: 621). Figure 2.3 below depicts a graphical representation of 
the process proposed when adopting the Action Research Model. It reflects that the 
process as an ongoing one which should not be stopped or concluded. This process 
allows for continuous improvement to be identified once the bigger changes have taken 
place. 
 
Figure 2.3: Graphical representation of the Action Research Model 
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Commings and Worley (2001: 18) explained that the Action Research Model considers 
planned change as a repeated process, as can be seen in Figure 2.3 above. In this 
model the research regarding the organisation is used to provide the information to 
develop an action plan. Once the action plan has been implemented and the changes 
are in place, the results are evaluated and an action plan is once again established to 
improve on the results achieved. By doing so a continual loop is developed. The Action 
Research Model requires a high level of collaboration amongst all role players due to 
the continual process of research and action. The Action Research Model comprises of 
eight defined stages, these are: 
 
2.4.5.1 Problem identification 
 
Typically one or more areas of concern would be raised by an individual with a high 
level of authority. Often an organisational development practitioner would be required to 
assist the organisation, while addressing the issues. 
 
2.4.5.2 Consultation with a behavioural science expert 
 
When a consultant is used to assist, initial contact is vital so as to allow the consultant 
and the client to assess each other. It is vital that information is shared about the client’s 
needs, and that the consultant possesses abilities and understanding of the issue at 
hand. 
 
2.4.5.3 Data gathering and preliminary diagnosis 
 
Typically an external party not directly associated with the organisation assists in the 
data collection, in order to prevent the result being represented in a biased manner. 
Often individuals from the organisation assist with the data collection. Data gathering 
and preliminary diagnosis involves gathering the relevant information and conducting an 
analysis of the data so as to determine the causes of the problem, or problems, which 
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the organisation is concerned with. The prominent method of data collection which is 
used is process observation, interviews, questionnaires and organisational performance 
data. 
 
2.4.5.4 Feedback to a key client or group 
 
Feedback is provided back to the organisation, typically the management team. The 
feedback of the data which has been collected allows for strengths and weaknesses to 
be determined within the organisation or the department which is under question. The 
individual or team which has collected and analyzed the data provides only the relevant 
useful data whilst protecting confidential sources. At times information may even be 
withheld as the information provided may cause the client to become defensive. Whilst 
considering which information is relevant and useful, the team or individual analyzing 
the data needs to show consideration for privacy and ethics as well as considering 
whether the organisation is ready to receive the relevant portion of information. 
 
2.4.5.5 Joint diagnosis of the problem 
 
It is important that the consultant and the organisation discuss the feedback provided to 
ensure that the information is fully understood. Once the information and feedback is 
fully understood, the group will determine which of the issues raised will be addressed.  
 
2.4.5.6 Joint action plan 
 
At this stage, the consultant and the organisation determine and agree on further 
actions which need to be taken. The action agreed upon is determined by the culture, 
technology level and the environment which the organisation operates in, the diagnosis 
of the problem as well as the time and the budget allocated to the problem. 
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2.4.5.7 Action 
 
This stage is the actual change from the current problematic state to the proposed state. 
Changes are typically not immediate but require a transitional period during which the 
organisation moves from the present state to the future state. The transitional period 
may include the installation of new equipment, procedures, reorganising structures and 
changes in the work design. This phase includes very important reinforcement of the 
new behaviors. 
 
2.4.5.8 Data gathering after action 
 
Once the actions have been fully implemented, data needs to be collected and analyzed 
once again. This is because the Action Research Model is a cyclical process. The 
findings are used to measure and determine the success of the actions implemented. 
The data collected may result in re-diagnosis and a new action plan being developed. 
 
2.4.6 Contemporary Action Research Model 
 
Commings and Worley (2001: 21) stated that the Contemporary Action Research Model 
is an adaptation of the Action Research Model. The implementation of the 
Contemporary Action Research involves analysis of the total system and communities 
as opposed to smaller sub-units which are often used in the Action Research Model. 
Therefore, in larger organisations action research can become extremely complex as 
opposed to that in a smaller organisation. As contemporary action research tends to 
incorporate the entire organisation, change may be occurring simultaneously at different 
levels of the organisation whilst being at different stages of the change process. A 
greater diversity of stakeholders from the organisation is involved with the change 
process due to the fact that the entire organisation is incorporated. 
 
The contemporary action research model is being used more frequently on an 
international scale. The model possesses the ability to be customized to best fit the 
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unique situation and requirements. Due to this characteristic, the model has been 
successfully used in developed and developing nations around the world. 
 
Action research is being used with increasing popularity, to promote social change and 
innovation. It is the typical model of choice used for community development and global 
social change projects. These projects typically involve a high level of personal values 
and tend to be chaotic and political as they often tend to address imbalances in power 
and resource allocations across the different groups involved.  
 
Commings and Worley (2001: 21) stated that action research has undergone two major 
changes during its evolution to become what is known as the Contemporary Action 
Research Model. Firstly the degree of organisational member involvement has 
increased dramatically in the change process due to the number of changes which are 
occurring throughout the organisation simultaneously. Traditionally the majority of 
change introduced was carried out by consultants, with agreement and resources 
provided by the organisation’s management. Currently the trend is to involve individuals 
from the organisation so as to allow them to learn about the organisation and how it can 
be changed in order to improve its performance.  
 
The second significant change is the incorporation of an “interpretive” also referred to as 
a “social constructionist” approach to planned change. The concept is that words and 
conversations determine what is important to the organisation. An example provided by 
Commings and Worley (2001: 22) is that of an organisation’s workgroup whose daily 
conversations are dominated by the feedback they receive that costs are too high. Even 
though the organisation’s quality and customer satisfaction are above expectation, the 
focus and emphasis placed upon costs can cause the group members to believe that 
the unit is performing poorly. This approach strives to change the discussions, which 
results in a new shared understanding of key goals, processes and achievements. 
 
Appreciative inquiry as explained above, proposes that the most important change any 
organisation can make is to begin conversations about what the organisation is doing 
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correct and the areas they are performing well in. The concept works on the premise 
that organisational members understand, describe and discuss the organisation when it 
is performing at its best. This knowledge and attitude are then used to develop and 
create a very powerful image and concept of what the organisation can become. 
Research supports this positive approach to planned change and people tend to act in 
ways which make their expectations a reality (Commings & Worley, 2001: 22). 
 
2.4.7 Kotter’s Eight Step Model of Change 
 
John Kotter, a professor at Harvard Business School, developed a change model which 
he first presented in his 1995 book titled “Leading Change”, and this model became 
known as Kotter’s Eight Steps to Change Model (Kotter, 1999: 75-92). He based the 
development of the model on research which found that there are eight critical steps 
which an organisation needs to pass through in order to ensure that change happens 
and then remains in place.  
 
a) Establish a sense of urgency 
 Examining market and competitive realities. 
Identifying and discussing crises, potential crises, or major opportunities. 
 
b) Forming a powerful guiding coalition 
 Assembling a group with enough power to lead the change effort. 
 Encouraging the group to work together as a team. 
 
c) Creating a vision 
 Creating a vision to help direct the change effort. 
 Developing strategies for achieving that vision. 
 
d) Communicating the vision 
Using every vehicle possible to communicate the new vision and strategies. 
 Teaching new behaviours by the example of the guiding coalition. 
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e) Empowering others to act on the vision 
 Getting rid of obstacles to change. 
 Changing systems or structures that seriously undermine the vision. 
 Encouraging risk taking and non-traditional ideas, activities and actions. 
 
f) Planning for and creating short-term wins 
 Planning for visible performance improvements. 
 Creating those improvements. 
 Recognizing and renewing employees involved in the improvements. 
 
g) Consolidating improvements and producing still more change 
Using increased credibility to change systems, structures and policies that do not 
fit the vision.  
Hiring, promoting and developing employees who can implement the vision. 
Re-invigorating the process with new projects, themes and change masters. 
 
h) Initialising new approaches 
Articulating the connections between the new behaviours and corporate success. 
Developing the means to ensure leadership development and succession. 
 
Kotter’s Eight Step Model is a repetitive cycle. Kotter states that it is vitally important 
that all of the eight steps are followed in sequence as per the model, for the change to 
be truly successful.  
 
It can be seen from the different change models discussed, that a common entity is that 
a conscious decision is required to reach a desired objective. Change can either imply 
incremental or transformational change. All the models imply that careful planning and 
analysis are crucial for successful change. Kotter emphasises urgency and coalitions 
with relevant stakeholders. The change models are academic in nature and have been 
developed through scientific means.  
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In the next section the feedback from an interview with the managing director of S.P. 
Metal Forgings Uitenhage is presented. Topics covered include the need for change 
and the approach which was adopted for the implementation of change at S.P. Metal 
Forgings Uitenhage.  
 
2.5 INTERVIEW WITH THE MANAGING DIRECTOR, MR KEN MANNERS, OF S.P. 
METAL FORGINGS UITENHAGE 
 
An interview was held with Mr Ken Manners, the managing director of S.P. Metal 
Forgings Uitenhage, with the intention to develop a greater understanding of the driving 
forces behind the changes introduced at S.P. Metal Forgings Uitenhage. Manners is an 
entrepreneur who has been associated with the forging industry for over 18 years. He 
has a financial background accompanied by an MBA. The interview was conducted in 
March 2012 at S.P. Metal Forgings Uitenhage. Below are a presentation of the 
questions asked in the interview and the responses provided. 
 
a. Shortly after you became managing director of the organisation which is now 
known as S.P. Metal Forgings Uitenhage, you implemented and still are 
implementing a number of changes into the organisation. What did you feel were 
the driving forces which necessitated a need to implement these changes? 
 
Answer: The organisation Guestro Forging and Machining which formed part of the 
Dorbyl Group, was not profitable and had not been profitable for a number of 
years. This was due to a number of reasons. It was not sustainable to continue to 
run a site of this magnitude and potential in the manner which it had been 
operating.  Changes needed to be introduced and fully implemented with great 
haste to minimize the extensive losses being experienced. The driving forces 
which I identified were. 
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• Firstly the model which the Dorbyl group operated their businesses was very 
top heavy and had a large number of managers and directors and this drew 
large sums of cash from the business to pay the salaries and related costs. 
• New technology was lacking throughout the site. Old technology and concepts 
were used from the die manufacture process, production and all the way 
through the plant including dispatching of the components. 
• The site had a very poor morale as there had been a number of retrenchments 
where more than two thirds of the employees had lost their jobs. A number of 
assembly lines had been closed down which added to the job losses. The entire 
site had been facing closure for about 36 months and the employees no longer 
knew if they would have employment from month to month. With the 
retrenchments and voluntary early retirements, much knowledge and skills were 
lost, this once again added to the reduction in efficiencies. 
• The site did not operate very efficiently at all. The production efficiency was low, 
with the forge running at about 50% and machine shop at slightly lower levels. 
• The site had not been awarded new work for a relatively extended period as 
they were no longer competitive due to the high costs associated with the poor 
efficacies and high salaries. The sales team managed to obtain a number of 
requests for quotations, however the pricing could not be competitive enough to 
attract the business. It was often commented on that the internal manufacturing 
costs were more than twice the global competitions selling price. 
 
b. During this transition period did you adopt a specific change model associated to 
the changes implemented, for example Kotter’s eight steps to change, or did you 
and your management team develop a specific model relating to the unique 
situation found at S.P. Metal Forgings Uitenhage?  
 
Answer: We did not adopt a theoretical change model. I simply highlighted the needs 
and areas which I felt required attention and changes which I had identified 
during my due diligence study. After purchase of the business I acted as the 
change master and enforced the changes into place. The structures were 
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addressed and corrected as was felt fit to meet the needs of the site. Once the 
retrenchment process had been completed, the employees were reassured that 
the site had passed the worst and the situation would improve going forward. I 
needed to get the entire work force to trust and believe in myself and my 
management team, so that we could introduce the required changes as soon as 
possible. We addressed the costing and entered into a massive hunt for new 
work. S.P. Metal Forgings Uitenhage was awarded a number of large contracts. 
These contracts required new technology and new processes which we 
introduced. I knew what needed to be done, shared my vision with my 
management team and together we introduced the changes needed. 
  
c. During this transition period, did you and your management team intend to adopt 
or introduce any specific principles such as Lean Manufacturing, Total Quality 
Management (TQM) and so forth into the organisation? 
 
Answer: In order to reduce costs and to improve on the many quality issues which 
were being experienced at the time of takeover, we tried to introduce and build 
the principles of lean manufacturing and TQM into the organisation and its new 
set of values and principles. We needed to introduce the concepts associated 
with lean manufacturing to reduce operational costs as much as possible as cash 
flow quickly became a major problem. The concept of TQM was entrenched into 
the workforce. This was extremely important as there were many quality issues 
at customers and this needed correcting with great haste. Every single individual 
needed to understand that their work affects the end product which the customer 
received. The main principle which was instilled into the organisation was that 
every individual is responsible for quality and will be held accountable for their 
responsibilities and actions.  
  
d. Do you feel that the changes made to both the operational aspect and the 
organisational cultural have been as successful as you intended them to be? 
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Answer: I feel that that there has been a marked improvement. The operational side 
of the business has definitely improved; we have been awarded a number of 
large contracts which are all export, predominantly into the United States of 
America and Europe. This has been a direct result of investing in specialized 
equipment and processes. The company’s quality has improved this still however 
needs to improve further to meet world class standards. The organisational 
culture has also improved. When I acquired the business the employees and 
management were not operating as a unit with a common goal. The situation has 
improved as the employees can see that the site intends to grow and the number 
of employees grow with it. This is a direct result of the massive increase in 
production volumes due the contracts which we have received. The employees 
are beginning to understand the intensions of the organisation and are starting to 
become more understanding to the situation. The culture still needs to further 
improve but progress has definitely been made. The organisation is not yet 
profitable but has radically reduced the monthly losses to less than 10% of what 
it originally was.  
 
Reflection on the interview: 
 
The responses received during the interview revealed that the primary driver for the 
introduction of changes was the fact that the site was no longer profitable. The site had 
potential and that is why Manners purchased the business. The majority of the new 
technology was introduced as a result of acquiring new orders; however this was the 
intention prior to acquisition. Manners felt he would enter the market place to determine 
the needs, once the needs were known the relevant equipment and processes would be 
put in place. 
 
When one analyzes the feedback received from the interview, the changes made are a 
combination between the Action Research Model and a reengineering model. This can 
be seen in the fact that information was gathered during the due diligence study and 
required changes were identified at this early stage. The process of reengineering is 
38 
 
evident, as once the market needs were identified, processes were acquired which are 
capable and based on best practices and knowledge from various consultants and 
suppliers. It is believed that the organisational culture has seen an improvement and 
that as individuals began to understand that the changes were beneficial to themselves 
as well, there was an improvement in the work standards. From the interview it is also 
clear that the changes made were introduced with great haste and under immense 
pressure.  
 
In the next section, an integrated change model is discussed. The change model 
consists of a number of important points which has been extracted from the various 
models previously discussed. 
 
2.6 AN INTEGRATED CHANGE MODEL 
 
Based on the theory studied in this chapter, relating to the various planned change 
models, a number of important points from the models have been identified and 
integrated into a single integrated change model which is presented in Figure 2.4 below. 
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Figure 2.4: Graphic representation of the integrated change model 
 
Source: Author 
 
Figure 2.4 shows a graphical representation of the integrated change model. It shows 
the process as an ongoing process which should not be stopped or concluded. This 
process allows for continuous improvements to be identified once substantial changes 
have been fully implemented. Below, each of the stages of the integrated model is 
discussed. The stages are explained and the intention of the particular stage is clarified.  
 
a) Strong management and leadership: 
 
Leadership and management are two different systems which should complement each 
other. Management cannot replace leadership and the same is true for leadership 
replacing management. Both management and leadership play an important role in the 
 
IDENTIFY 
KEY 
BUSINESS 
ACTIVITIES 
 
 
 
 
REVISE 
 
 
REWARDS 
 
 
CREATE A 
VISION 
PERFORMANCE 
EXPECTATIONS/
GOAL SETTING 
 
 
 
COMMUNICATE 
VISION RE-
ENGINEER 
PROCESS & 
EMPOWER 
WORKFORCE 
 
 
SHORT 
TERM 
GOALS 
INSTITUTIONALIZE 
PROCESSESS 
STRONG 
MANAGMENT 
AND 
LEADERSHIP 
URGENCY 
40 
 
current business environment. Management refers to the ability of coping with 
complexities, working through hierarchy and following systems whilst leadership refers 
to the ability to cope with change and work through people and culture (Kotter, 1999: 
52). 
 
Kotter (1999: 52) mentioned that management has the ability to cope with complex 
scenarios and situations. Evidence of this can be experienced in complex enterprises 
which operate without effective management, and tend to become chaotic to a point 
where their existence may become threatened. An effective management team creates 
a sense of order and stability within chaotic organisations. Effective management brings 
about consistency to activities such as production, quality and profitability. 
 
Kotter (1999: 53) pointed out that leadership is about coping with change. Change has 
the ability to affect people as it represents movement away from the status quo and 
movement towards the unknown. The most effective way to manage this is through the 
soft skill of leadership. This is crucial as human nature tends to gear towards the known, 
while rejecting the unknown. This is best addressed through guidance and leadership 
from a respected leader. 
 
b) Urgency: 
 
Kotter (1999: 76) referred to the importance of creating a sense of urgency. This is true 
as concerted cooperation of many individuals is required to begin the transformation. 
Without motivation, people will not assist, but rather resist, and the effort ceases to 
progress. This stage of the process is vitally important, as if insufficient time is allowed 
for this stage the change efforts will fail. Kotter (1999: 77) claimed that more than 50% 
of the companies which he studied fail on the first step of Kotter’s Eight Steps Model 
due to not following or adequately addressing this stage.  
 
Organisations become paralyzed when having too many managers and an insufficient 
number of leaders. The managers are required to minimize risk and to keep the current 
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systems operational. However change is brought about by the creation of new systems 
which require leadership. Without sufficient leaders on a senior level, the process will 
not begin to gain momentum (Kotter, 1999: 77). 
 
c) Identify key business activities: 
 
Brown and Harvey (2006: 407) explained that the key business activities or distinctive 
competencies are those activities that the business is more efficient at performing and 
delivering, compared to its competition. These may be superior delivery methods, 
higher quality products, more advanced equipment, greater technical knowledge or 
more knowledgeable sales personnel. It is important to identify the key business 
activities to allow these to be highlighted as crucial activities inherent to the 
organisation’s success. 
 
The core processes that add value to the organisation’s competencies need to be 
identified. These are the processes and activities which transform materials, capital, 
information and labour into the products and services which the customer values. When 
the organisation’s operations are viewed as a series of processes, ranging from 
strategic planning to after-sales customer support, the management team can 
determine to what degree each add value. Not surprisingly this process of value 
analysis can typically uncover a number of activities which add little or nothing of value 
to the customer and the justification given for the existence of the process or activity is 
“we’ve always done it this way.” It is important for the management team to understand 
the processes and to acknowledge which activities add value and which do not 
(Robbins, 2001: 453). 
 
d) Create vision: 
 
Vision is commonly referred to as a far-sighted view of the desired state. In business, 
vision is referred to as a view of the desired state and is appropriate to the current times 
and the circumstances which is reflected by the organisations uniqueness (Robbins & 
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Judge, 2013: 414). Brown and Harvey (2006: 438) made the statement that an effective 
and well compiled vision is one that is challenging, inspiring and empowers the 
workforce at all levels. It is vital that a clear, achievable vision is defined as soon as 
possible as it helps direct and guide the entire change program. It ultimately becomes 
the driving force for the change program and if the goal is unclear, the organisation will 
deviate from the original conceptualised vision.  
 
During the process of change people may find it difficult to apply tactics which were 
previously successful. The altered environment may differ drastically from the former 
scenario, hence previously successful tactics may no longer be effective. An altered 
situation may need revised tactics to be applied (Kotter, 1999: 9). 
 
The above information suggests that vision is very important in the change process and 
that as many employees as possible need to internalise the vision before and while 
changes are made. 
 
e) Performance expectations and goal setting: 
 
Organisational development programs rely a great deal upon the goal setting process. 
For the desired change to be realised and to become a reality, effective goals need to 
be set. The previous point discussed the creation of a vision, however for that vision to 
be achieved, process steps need to identified (Brown & Harvey, 2006: 346). 
 
The term self-fulfilling prophecy characterises the principle of an individual’s behaviour 
which is driven by their expectations. In principle this means that if a manager expects 
an individual, department or organisation to achieve challenging goals, they will 
probably be able to achieve the goals. Similarly, if the same manager expects these 
individuals to perform poorly, they tend to perform poorly to meet the low expectations. 
This indicates that expectations can become reality (Robbins & Judge, 2013: 207). 
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In the case of S.P. Metal Forgings Uitenhage, the performance expectations could have 
been set too high. This is considered as Toyota Japan and SKF, two of S.P. Metal 
Forgings Uitenhage’s customers, completed production capability audits in 2011. In 
their findings they stated that the top forges globally operate at approximately 60% up-
time due to the nature of the process. S.P. Metal Forgings Uitenhage has been set a 
target of 74%, which is 14% higher than globally competitive forges. This figure was 
calculated on the bottleneck operation which is the heater which runs on average at 20 
seconds per billets. This rate equates to a potential of 4050 hot billets per heater per 
operational 24 hours, allowing for 1,5 hours per day for breaks. The target for 
production is 3000 components per day, giving an average system efficiency of 74%. 
This target is met approximately 20% of the time (Smith, 2012). When targets are too 
high, employees can become demotivated and negative, influencing the culture of the 
company as the employees begin to believe the targets are not achievable and 
therefore do not achieve the desired results. 
 
f) Communicate vision: 
 
Kotter (1999: 82) identified three basic patterns regarding communication and sharing of 
a vision. The first pattern is when the group and the change leader develop a sound 
transformation vision and attempt to communicate the vision through a single meeting 
or email. He equates this level of communication to only 0.0001% of the typical yearly 
internal communication. Secondly, the head of the organisation or the change master 
may spend a large amount of time making speeches to employees, but the majority of 
people may still not understand or accept it. The third scenario is that a substantial 
amount of effort and time is utilised in newsletters and speeches, but some of the senior 
team members continue to behave in ways which are adverse to that of the vision. Any 
of these three patterns then cause doubt in the workforce and hence the trust in the 
communication declines. 
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The change will not take place or even begin to unless the majority of the workforce is 
willing to assist. Often this may even require individuals making short term sacrifices. 
Without a very strong, credible communication campaign with repeated messaging, the 
hearts and the minds of the workforce cannot be captured. The workforce needs to 
believe in the changes as credible, possible and beneficial. If this is not the case the 
employees will not make any sacrifices or changes to their work even if they are 
unhappy (Kotter, 1999: 82). 
 
g) Reengineer process and empower workforce: 
 
Reengineering can be described as the identification of means by which work would be 
performed and the organisational structure should be rebuilt from the ground up (Brown 
& Harvey, 2006: 407). During the reengineering phase, management and the team 
involved need to reconsider the entire operation and how they would prefer to perform 
the various tasks. They should not be biased to the current activities but rather be open-
minded. 
 
Brown and Harvey (2006: 407) highlighted three primary elements associated with 
reengineering. These are the identification of the organisation’s key competencies, 
assessing the core or the basic processes in line with the customer’s expectations and 
reorganising the processes accordingly.  
 
In the first step, the key business activities were identified as those activities that the 
business is more efficient at performing and delivering compared to its competition. It is 
important to have these key business activities clearly defined as they guide decisions 
regarding which activities are crucial to the organisation’s success.  
 
When the entire organisation is broken down into processes from planning to after-sales 
support, the management and the change team can determine to what extent each of 
the functions add value. It is expected that there are many activities and functions which 
add very little or no value to the customer. These are the activities which are typically 
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justified by the individuals performing the tasks who will often state: “We have always 
done it this way” (Brown & Harvey, 2006: 408). 
 
h) Short term goals: 
 
Transformation or change does not occur rapidly and time is needed for results to be 
evident. As there is a considerable time period associated with change efforts, the 
process often looses momentum and tends to be discarded in favour of day to day 
running activities of the organisation. The majority of people will not support a change 
effort for an extended period of time unless they see compelling evidence of expected 
results within 12 to 24 months. Without the introduction of short term goals which can be 
achieved, the majority of individuals involved in the change program would simply lose 
interest and join those opposing the change (Kotter, 1999: 87). 
 
Creating short term goals and opportunities for victory are activities which require 
managers to seek ways to obtain clear performance improvements and establish goals 
which are achievable in relatively short periods of time, typically within a single 12 
month period. For these short term goals, managers need to track the progress, 
communicate progress, achieve the objectives and reward the individuals directly 
involved. Recognition can vary depending on the extent of the achievements but can be 
as significant as promotions or even financial rewards (Kotter, 1999: 87). 
 
Kotter (1999: 88) concluded by commenting on the fact that many managers have 
complained about being ‘forced’ to produce short-term goals and victories. When people 
begin to realise that the changes will take a lengthy period of time the urgency tends to 
drop. In order to keep the urgency levels up and help drive the overall change program 
to continue moving forward, the introduction of short term goals assists with detailed 
analytical thinking and can aid in the clarification or the revision of the overall vision. 
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i) Institutionalize processes: 
 
At this stage it is important for the new values, beliefs and processes to be instilled into 
the organisation’s culture. Processes can be viewed as been entrenched into the 
organisation once the process is no longer considered as being something new but 
rather as normal and an integral part of how the organisation operates. It is important 
that the old habits, traditions, values and mindsets are permanently replaced by new 
more favourable behaviours by emphasizing and rewarding these (Hunsaker, 2001: 
385).  
 
Mabey and Mayon-White (1993: 169) mentioned that the continued involvement and 
commitment of top management ensures that the changes become a permanent fixed 
feature in the system. Apart from continued support from top management, there are a 
number of other actions which can assist, such as improved chances for promotion of 
those who support the changes and additional training programs for managers and staff 
on all levels. The introduction of revised performance appraisal systems possibly based 
on performance and behaviour is also a possibility. If the situation allows for the 
introduction of a performance based compensation system, it is often a recommended 
approach. If team work is continually required to perform the tasks at hand, permanent 
teams need to be developed rather than creating teams from an ad-hoc process. This 
will create continuity among the team members. 
 
For new processes and mindsets to be entrenched into the organisation, the desired 
actions and attitudes need to be rewarded and undesirable actions need to be 
minimized and eliminated through discipline. All individuals affected by the change need 
to fully understand what are expected of them and in addition, they need to receive 
adequate training prior to this phase. An individual or team cannot be held accountable 
for poor results and undesirable actions if they have not had appropriate training and 
exposure. 
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j)  Rewards: 
 
Kotter (1999: 61) noted that good leaders recognize and reward success, which not only 
gives people a sense of accomplishment but also makes them feel like they belong to 
an organisation that cares about them. People who are rewarded for their efforts and 
success using the newly introduced processes will become intrinsically motivated. They 
will not need to be pushed to achieve the required output and performance. 
 
There are many ways in which individuals and teams can be rewarded. Rewards may 
be as simple as acknowledgment from senior management, it may be financial, a 
possible social lunch with one of the directors or possibly a trip to one of the 
organisation’s sister companies. There are many forms in which recognition and 
rewards can be offered to teams and individuals who perform to expectations. 
 
k) Continuous review of progress: 
 
As the change process can take a number of years depending on the size and the 
extent of the changes, the size of the organisation and the complexity of the changes, 
new opportunities may arise. Change is a continual activity and any organisation which 
desires success, needs to continuously look for changes and methods in which it can 
improve its activities and processes. Once the desired outcomes have been achieved 
and the processes are entrenched, teams or individuals rewarded, the change master 
and the key role players once again need to start the process over and re-identify the 
key business activities (Commings & Worley, 2001: 18). 
 
The integrated model, which has been proposed, is a combination of the significant 
points from the various change models discussed earlier in the chapter. These points 
were incorporated into a single model. The model is a continuous process which allows 
the organisation to continuously re-evaluate its performance and success.  
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2.7 CONCLUDING REMARKS 
 
The aim of this chapter was to examine the literary aspects which relate to change 
strategies. The main topics discussed included the driving forces for change and the 
various change models. The reasons which made change a necessity at S.P. Metal 
Forgings Uitenhage and the related topics were addressed through an interview with the 
MD and owner Mr Ken Manners.  
 
The research showed that there are a number of approaches which can be adopted 
when implementing change. A number of factors which are necessary for the successful 
implementation of change in an organisation were highlighted. 
 
Chapter three will be a continuation of the literature review and will discuss points such 
as change success factors, the resistance experienced towards change and the 
outcomes of organisational change. 
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CHAPTER THREE 
RESISTANCE TO CHANGE, ORGANISATIONAL CULTURE AND 
CHANGE OUTCOMES 
  
3.1 INTRODUCTION 
 
Chapter two comprised of a literature review covering the driving forces of 
organisational change as well as the various change models. The driving forces behind 
the need to implement changes at S.P. Metal Forgings Uitenhage were identified 
through an interview with Mr Ken Manners, the managing director and owner. 
 
This chapter continues with the literature review and attention is given to the factors 
influencing the success of organisational change, resistance which could be 
experienced towards change and management of this resistance. The outcomes of 
organisational change, which are employee empowerment, quality, performance and 
satisfaction of both the customer and the employees, will also be addressed. 
 
Change often affects the organisational culture or implies a change in organisational 
culture (Brown & Harvey, 2006: 437) and therefore culture is also discussed in this 
chapter. As it is important to understand what the needs are to successfully implement 
organisational change, these considerations will be addressed first. 
 
3.2 CHANGE SUCCESS FACTORS 
 
There are a number of factors which need to be considered when implementing change 
within an organisation. In order to be successful the existing organisational behaviour, 
culture, systems and structures need to be modified to the desired level of performance. 
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The intended purpose of any change is to increase the organisational performance and 
its effectiveness. The changes may perhaps be introduced for the survival of the 
organisation. The majority of managers and consultants agree that for an organisation 
to continue to perform well, it needs to continuously react and respond to environmental 
shifts and developments (Brown & Harvey, 2006: 160). Figure 3.1 extracted from Brown 
and Harvey (2006: 159) highlights the five major factors which are instrumental in the 
successful implementation of change into the organisation. They make the point that 
there are five factors which directly affect the successful implementation of all change.  
 
Figure 3.1:  Major change factors for planned change 
 
 
 
 
 
 
 
 
 
 
 
 
 
Source: Brown and Harvey (2006: 159) 
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3.2.1 Change master 
 
The change master is often considered to be the most important factor to the successful 
implementation of a change endeavour, and is commonly referred to as the change 
agent. Paton and McCalman (2003: 49) stated that the individual who is responsible for 
the effective implementation of change is commonly referred to as the change master. 
Apart from change master the person responsible for the change is also referred to as 
the change agent, problem owner, facilitator or the project manager. However the 
responsibility of implementing successful change within the organisation need not 
always be the responsibility of a single individual but rather a task team or a work group, 
which could be set up in order to manage the proposed change. In the case of a 
workgroup, there is typically a single individual who is accountable and responsible.  
 
Paton and McCalman (2003: 50) suggested that whenever possible, participation and 
involvement in the management of the change by those individuals who will be directly 
affected by the change should be encouraged. This practise would be to minimize the 
fear of the unknown and to grow interest and commitment whilst reducing the likelihood 
of any opposition. Management needs to remain involved in the process and if required, 
facilitate the process and provide counselling to overcome fear of the unknown. It is vital 
that management negotiates with the parties involved and in particular with those who 
have the power ultimately to hinder and block the changes. 
 
If it is not possible to achieve consensus through negotiations, there is little choice but 
to enforce the desired changes. These are the two extremes and care is advisable 
when working in these areas. Typically the change master would operate between the 
two extremes and use different approaches for different groups of individuals involved in 
the same change, depending on their attitude and approach (Paton & McCalman, 2003: 
50). 
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Paton and McCalman (2003: 50) explained that the core task for the change master is 
to reduce the uncertainty associated with the change program and to build a positive 
attitude towards the changes. They suggest the following steps: 
a. Identify and manage stakeholders: Gains commitment. 
b. Work on objectives: Clear, concise and understandable. 
c. Set a full agenda: Take a global view and identify possible difficulties. 
d. Develop appropriate control systems: Communication, feedback as required. 
e. Plan the process of change: Pay attention to - 
• Establishing roles – clarity and purpose. 
• Build a team – do not leave it to chance. 
• Nurture coalitions of support – fight apathy and resistance. 
• Communicate relentlessly - manage the process. 
• Recognize power – make the best use of supporting power bases. 
• Handing over – ensure that the change is maintained. 
 
Paton and McCalman (2003: 50) felt that it is important to aid the implementation of 
change, with the use of a change master, throughout the organisation on various levels. 
However the importance of having a change master at top level management is more 
important than on any other level. They define a typical change master through the 
following personal attributes: 
• Able to work independently without the supervision of management. 
• Works in a way which enhances cooperation rather than destroying it. 
• Able to develop relations with high ethical standards and trust. 
• Possesses self confidence, well tempered with humanity. 
• Respectful of the change process. 
• Has the ability to work across business functions and units. 
• Gains satisfaction from success and is willing to accept rewards on results 
achieved. 
 
It can be seen from the points above that a change master needs to work extremely 
close to the actual change taking place. He is required to manage the change and 
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create an action plan with the associated control plans. The change master needs to be 
an effective communicator who communicates continuously to the correct individuals 
and stakeholders who are affected by the changes. The change agent needs to be a 
respected individual who has the ability to work independently across many fields. Most 
importantly the change master needs to be an individual who respects, understands and 
is committed to the change efforts. 
 
3.2.2 Degree of change 
 
Another factor which is to be considered when implementing change is the degree of 
change to be made. For example, it may be a minor change such as the layout of an 
office or a large change such as the introduction of new product lines and a revised 
factory layout. The greater the desired change, the greater the effort required in order to 
implement the change successfully. It has also been witnessed that the greater the 
impact on the current culture of the organisation or group the lower the probability of 
success (Brown & Harvey, 2006: 160). 
 
Figure 3.2: The Change Model 
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Source: Brown and Harvey (2006: 160) 
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Figure 3.2 above graphically represents the fact that greater the impact on culture the 
higher the resistance experienced and greater the degree of the change the greater the 
level of resistance. Once presented on the table with the two factors represented along 
the two axes, the compounding effect on the current culture and the degree of the 
change can be seen. 
 
At the time of writing S.P. Metal Forgings Uitenhage was in the process of implementing 
a number of drastic changes such as relocating a number of workshops and 
departments within the organisation and the introduction of a number of new production 
lines. Apart from these major changes a number of minor changes were taking place on 
a daily basis. Minor changes included updating of documents and converting the 
original Guestro Forging and Machining documents onto the revised S.P. Metal 
Forgings Uitenhage documentation.  
 
3.2.3 Time frame 
 
The time frame chosen to implement change is another factor in the change process 
which needs to be considered. The time frame set aside to implement the change may 
vary from implementing a change immediately or gradually implementing the change 
over a period of several years. Brown and Harvey (2006: 159) stated that in general the 
more gradually the change is implemented and the longer the implementation period, 
the greater the chance of success for the particular change. However they comment 
that some organisations which have not introduced change for extended periods of time 
gradually become less effective. For these organisations change is required 
immediately as their survival depends greatly on the changes. At the time of writing this 
was the case at S.P. Metal Forgings Uitenhage. The site had not introduced new 
methods, technology or new product ranges for a number of years and as a result was 
no longer profitable. 
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3.2.4  Impact on culture 
 
Another of the five factors which need to be considered for the successful 
implementation of organisational change is the impact on the organisation’s current 
culture and systems.  The greater the impact the change has on the existing culture and 
norms the greater the resistance to the change. As the resistance levels increase the 
level of difficulty in implementing the changes increase (Brown & Harvey, 2006: 160).  
 
3.2.5 Evaluation of the change 
 
The fifth factor in the change process is the evaluation of the recently implemented 
change. Brown and Harvey (2006: 160) stated that it is of great importance to develop 
standards and levels of performance in order to measure the level of change and its 
affect and impact which it has on the organisation.  
 
These five factors do not cover all the possible factors which influence the outcome of 
change but rather highlight the most significant factors which are commonly 
experienced. Whilst implementing changes, there are many factors which can hinder 
the progress, but no single force is greater than the possibility of resistance. Resistance 
to organisational change will be discussed in the following section. 
 
3.3   RESISTANCE TO CHANGE    
 
No matter how open and encouraging the introduction of the change process of the 
structure of an organisation may be, it will still experience resistance from its 
employees, suppliers, customers and all other stakeholders. It is human nature to fear 
the unknown and to be comforted and relaxed with the known, even if it is not optimal 
(Paton & McCalman, 2003: 47).  
 
Resistance to change can be defined in a number of ways. A common understanding 
for resistance to change can be considered as the withholding of support for a new idea 
or for a specific action plan (Bennett, 1997: 110). Resistance is not considered as an act 
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which is found within individuals but rather within the sphere of operations and realities 
in which the individual operates (Graetz et al, 2006: 288). Resistance can either be 
intentional or unintentional.The reasons for resistance to organisational change are 
discussed below. 
 
3.3.1 Reasons for resistance to change 
 
All organisational change will encounter some form of resistance. The resistance will 
differ from organisation to organisation depending on the circumstances surrounding the 
organisation and its change strategy. Experienced managers are well aware of the fact 
that through the implementation of change, resistance will be experienced. Few change 
agents take time prior to the introduction of change to assess systematically who might 
resist the change and for what reasons. It is in our human nature that people who are 
affected by the change will experience some form of emotional turmoil. Even though the 
change may be viewed as being positive and rational, it involves the loss of the known 
and the introduction of an uncertainty. As all organisations, departments and individuals 
are unique they will all react differently to change (Kotter, 1999: 31). Kotter (1999) 
grouped these different reactions and labelled them as parochial self-interest, 
misunderstanding and lack of trust, different assessments and low tolerance to change. 
 
3.3.1.1 Parochial self-interest 
 
A major reason why people resist change is that they believe they will be losing 
something of value as a result of the implemented change. People are focused on their 
own best interests and not on the best interests of the organisation. The resistance 
which is experienced is often of a political nature. Political behaviour can present itself 
before and during organisational change efforts, typically when the action of one 
individual or group is not in the best interests of the total organisation or of other 
individuals or groups (Kotter, 1999: 31). 
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3.3.1.2 Misunderstanding and lack of trust 
 
Employees resist change when there is a misunderstanding and the implications are not 
understood correctly. This typical situation occurs when there is a lack of trust between 
the change agent and the employees affected by the change. Very few organisations 
can state that they have a high level of trust between the management team and 
employees and as a result it is easy for a misunderstanding to develop with the 
introduction of change. These misunderstandings need to be addressed quickly to 
minimise potential resistance to the planned changes. This form of resistance can catch 
the change initiator by surprise, particularly if they assume that the workforce 
understands the changes or that people only resist when the change is not in their best 
interest (Kotter, 1999: 33). 
 
3.3.1.3 Different assessments 
 
Varying assessments of the situation can often result in resistance towards the change. 
Employees and those affected by the change may view the change differently to the 
manager or the change agent. Employees may view it as being more costly, not only 
personally but to the organisation, where the opposite is true for the change agent or 
the manager. The initiator of the change often assumes they have all the relevant 
information required to conduct a suitable analysis on the organisation and the 
employees affected by the change have the same information available to them. This is 
very rarely the case. The different sets of information that the two groups, management 
and workforce, are exposed to often lead to different analyses, which equates to 
resistance (Kotter, 1999: 34). 
 
3.3.1.4 Low tolerance for change 
 
Sometimes people resist change as they fear that they will not be able to develop the 
new skills and behaviour that will be expected of them. Humans are limited in their 
ability to change, with some people finding change far more difficult than others. 
Organisational change can require people to change too much, too quickly. It is due to 
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this limited ability of people to change that individuals will at times resist a change even 
when they realize that it is a change which will be beneficial to themselves and the 
organisation (Kotter, 1999: 35). 
 
An example of this may be an individual who receives a promotion. They may be very 
happy and excited about receiving the significantly more important post. The new job 
may require a new and different behaviour and different relationships. If the changes 
are drastic and the individual has a low tolerance for change, they might begin to resist 
the change for reasons which they do not consciously understand. 
 
A major obstacle to organisational growth is managers’ inability to change their attitudes 
and behaviour at a pace that is required by the organisation and the economic 
environment. Even when mangers understand and accept the need for change in the 
way in which they operate, they are at times emotionally unable to make the transition 
(Kotter, 1999: 36). 
 
There are potentially an endless number of reasons as to why organisational change 
may be resisted. Assessing which of the possibilities might affect the change is of great 
importance as it can help a manager, or the change master, to prepare an appropriate 
action to overcome the resistance. Without an accurate and thorough evaluation of the 
possibilities of resistance to change, a manager or the change master can be blocked 
during the change process with potential costly problems.  
 
3.3.2 Recognizing resistance to change 
 
It is not a difficult task to recognise resistance to change. Opposition to change typically 
takes on two forms - being explicit and implicit resistance. Explicit resistance is the 
easier of the two to identify through the associated actions such as a drastic increase in 
complaints, slowdowns and strikes. However implicit resistance, which is more difficult 
to identify and cope with, can be identified through an increase in absenteeism and 
errors as well as decreased loyalty and motivation of the organisation’s employees. 
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Irrational resistance to change, when the benefits are clearly far greater than the 
negative aspects, can prevent progress of the organisation and possibly threaten its 
survival (Hunsaker, 2001: 379). 
 
 
3.3.3 Individual resistance to change 
 
Organisations will experience resistance to change for a variety of reasons as explored 
above. Below are a number of the most common reasons as to why an individual would 
resist the implementation of organisational change: 
 
Selective perception - Different people perceive the same message differently. A 
positive change for the organisation may be seen as a negative change for an 
individual. 
 
Lack of information - It is human nature to resist change if the individual feels they do 
not fully understand the facts relating to the change. Often when information is missing, 
these gaps are filled with speculation of the worst case scenarios, causing the change 
effort potentially irreversible damage.  
 
Fear of the unknown - Change is resisted when the individual is uncertain as to the 
affects of the change. These typically relate to job security, status, power, income, 
performance, practicality and social interaction. 
 
Habit - People are creatures of habit and prefer familiar actions and events over new 
activities and actions. Breaking a habit is difficult and requires a substantial amount of 
effort even if the new habit is more beneficial. 
 
Resentment towards the initiator - The individuals who are affected by the change need 
to trust the intentions of the initiator and if this is not the case, people may resist the 
change out of resentment or fear of possible unknown consequences (Hunsaker, 2001: 
380).  
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3.3.4 Organisational resistance to change 
 
Generally organisations resist change for many of the same reasons as those of 
individuals. Many organisations do not consider changing as a process if the results 
achieved are considered as satisfactory. Change is often only given thought when 
urgent action is required. A number of forces within the organisation can create 
resistance to change which are initiated by environmental conditions (Hunsaker, 2001: 
380). Some of these are: 
 
Power maintenance - Changes in decision making power and responsibilities, and the 
control of resource allocation, has the tendency to unbalance the power within 
organisations. In many situations the departments or individuals benefiting from the 
change will encourage it, but those losing power will resist it. 
 
Structural stability - An organisation is a system of complex related structures. A minor 
change to one area may have a drastic negative or positive effect on another area.  
 
Functional sub-optimization - Units or departments typically think of themselves when 
considering change and will support that which is beneficial to themselves. However the 
change may have an adverse effect on the organisation as a complete body. 
 
Organisational culture - Organisational members typically will resist change that forces 
them to deviate from the established ways of doing particular activities. 
 
Team norms - Generally departments or teams develop their own norms which promote 
desirable behavior and for the majority of teams or departments most of the members 
conform to these norms (Hunsaker, 2001: 381). 
 
From the discussion above it can be seen that resistance to change, can take many 
different forms, be it on an individual or an organisational level. No matter the form of 
resistance, it has a negative influence on the implementation of change and ultimately 
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has the power to put a stop to the change effort. The resistance needs to be identified 
as soon as possible and addressed with the intention to eradicate all resistance. Time 
needs to be taken prior to the implementation to identify possible forms and causes of 
resistance and to address these issues. In the next section the management of the 
various forms of resistance will be addressed. 
 
3.4 MANAGING RESISTANCE TO CHANGE 
 
Kotter (1999: 37) highlighted that managers generally underestimate the variety of ways 
people can react to organisational change, but also the ways in which they can 
positively influence individuals and groups during an organisational change. Due to past 
experience, managers sometimes do not have adequate understanding of the 
advantages and disadvantages of the methods with which they are familiar (Kotter, 
1999: 37). 
 
Hunsaker (2001: 381) referred to six general strategies which have been highlighted by 
research. These strategies can be applied to overcome resistance to change. These 
are: 
– Education and communication:  
However positive the general attitude and approach to change may be, 
communication will assist with the transition. Communication and education will 
reduce the concerns regarding the changes and the individuals being affected by 
change will understand what will be required from them and how they will be 
assisted during the transition period. By doing this, the individuals will have clear 
understanding as to why the change is necessary, how it will occur and the desired 
outcome of the change process. 
 
 
– Participation and involvement: 
 To increase a sense of ownership, reduce uncertainties and to increase 
understanding and control, it is advisable to include as many of the individuals and 
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teams involved in the change as possible. By encouraging those affected by the 
change to be involved in the design stage, allows for a sense of ownership to be 
developed. This is important as it is far more difficult and unlikely to resist change 
that the workforce has introduced. 
 
– Facilitation and support: 
 The manager and / or the change leader can gain respect and support for the 
change by acknowledging the individuals’ concerns and assisting to cope with the 
change. This can be done by providing the training required, support and 
resources required, as well as providing counseling when needed. 
 
– Negotiation and agreement: 
 When confronted by bargaining councils and other powerful resistant forces, 
negotiations may be the only solution. Typically perks and benefits are negotiated 
in order to introduce the change. 
 
– Manipulation and co-optation: 
 This deals with the implication of possible incentives and the use of information to 
try and maximize acceptance by the workforce. An example of this would be if 
management were to inform employees that it would be necessary to accept a pay 
cut to avoid the plant being shutdown, when in reality the closure of the plant may 
possibly not occur (Hunsaker, 2001: 383). 
 
– Explicit and implicit coercion: 
 In extreme situations managers may have no other option but to use authority to 
enforce the changes. Managers may have to use the threat of negative incentives, 
such as plant closure, retrenchments and pay cuts.  
 
Robbins and Judge (2013: 616) agreed with Hunsaker (2001) regarding the six tactics 
which can be used to overcome resistance relating to a particular change. Furthermore 
Robbins (2013) made the point that for any change to be successful, the new situation 
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needs to be refrozen in order to make the change permanent for an extended period of 
time. If the introduced changes are not refrozen, there is a very high chance that the 
introduced changes will gradually fall away and the actions of the team members 
affected by the change will return to the previous state. It is important for the change 
leader to ensure the change remains frozen until such a time that the team members 
have developed norms around the change and that a new equilibrium has been 
achieved. Once the change leader has reacted to the resistance against the change 
process, they need to refocus resources to concentrate on the original objectives. 
 
Table 3.1: Methods for dealing with resistance to change 
 
Approach Commonly Used Advantages Drawbacks 
 
Education and 
communication 
Where there is a lack of 
information and 
inaccurate information 
and analysis 
Once persuaded, people 
will often help with the 
implementation of the 
change 
Can be very time 
consuming if lots of 
people are involved 
Participation 
and involvement 
Where the initiators do 
not have all the 
information they need to 
design the change, and 
where others have 
considerable power to 
resist 
People who participate will 
be committed to 
implementing change, and 
any relevant information 
they have will be 
integrated into the plan 
Can be very time 
consuming if 
participants design 
an inappropriate 
change 
Facilitation and 
support 
Where people are 
resisting because of 
adjustment problems 
No other approach works 
as well with adjustment 
problems 
Can be time 
consuming, 
expensive and can 
still fail 
Negotiation and 
agreement 
Where someone or 
some group will clearly 
lose out in a change, 
and where that group 
has considerable power 
to resist 
Sometimes it is a relatively 
easy way to avoid major 
resistance 
Can be too 
expensive in many 
cases if it alerts 
others to negotiate 
for compliance 
Manipulation 
and co-optation 
Where other tactics will 
not work, or are too 
expensive 
It can be a relatively quick 
and inexpensive solution 
to resistance problems 
Can lead to future 
problems if people 
feel manipulated  
Explicit and 
implicit coercion 
Where speed is 
essential, and the 
change initiators 
possess considerable 
power 
It is speedy, and can 
remove any kind of 
resistance 
Can be risky if it 
leaves people mad 
at the initiators 
Source: Hunsaker (2001: 282) 
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Table 3.1 presents the six strategies with examples of scenarios where they may be 
used along with the potential advantages and disadvantages of each. It is the change 
leader’s role to identify that resistance is present, to identify an approach or a number of 
approaches to adopt and to implement the approach / approaches as soon as possible 
in order to minimize disruptions. 
 
Resistance can have a significant influence on the introduction and successful 
implementation of organisational change. It is important that resistance be identified and 
addressed to minimize the effect. It is therefore evident that the main strategies for 
dealing with resistance to change include education and communication, the 
participation and involvement of the workforce, providing support for those affected by 
the changes and discussions with the workforce. At a last resort managers will need to 
use their authority to enforce the desired changes. 
 
The employees affected need to be educated regarding the changes and to develop the 
belief that changes being introduced will be beneficial to them and will empower the 
workforce. With a truly empowered workforce the changes will have a greater chance of 
success. The following section discusses the empowering of employees through 
organisational change. 
 
3.5 EMPLOYEE EMPOWERMENT THROUGH CHANGE 
 
Lobe (2005: 25) stated that discharged and disempowered employees do not drive an 
enterprise to become a top performing organisation within the global economic 
environment. He continues to claim that if the correct structures and systems are in 
place, providing the employees and supervisors, on all levels, with appropriate training, 
building onto a well communicated and understood vision, then radical leaps in the 
organisations performance can be achieved. By empowering the workforce, 
organisations can mobilise hundreds, if not thousands, of employees to assist in 
achieving the changes and results needed (Lobe, 2005: 25). 
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Steps to empower people: 
• Communicate a sensible, well thought-out vision to the employees. 
• Restructure the organisation so as to be structured in a manner which will be 
compatible with the vision. 
• Provide the required training to all employees. 
• Align information flow and systems used to achieve the vision. 
• Confront and take action against supervisors and managers who compromise 
the changes. 
 
Lobe (2005: 25) continued to state that major internal change can only occur when the 
majority of employees within the organisation, or subdivision participate. The typical 
workforce will only participate in the exercise if they are empowered. By completing the 
first four steps mentioned above, employees are equipped with an increased degree of 
empowerment. However thorough these steps may be carried out, numerous obstacles 
may prevent the employees proceeding in developing the changes desired. Thus the 
purpose of step five is to remove as many of the barriers to the implementation of the 
desired changes as quickly and as early in the process, as possible. 
 
Hunsaker (2001: 384) explained how at a time when the survival of the Rolls-Royce 
Motor Company was at stake management and labour, in order to revitalise the 
company, revised hundreds of precise job descriptions which were hindering the 
changes implemented. They changed the job descriptions to specify that all employees 
will do anything within their capabilities to support the company. This change 
empowered the employees to assist the company with the implementation of the 
desired changes as there was less restriction on their activities stipulated in the 
contracts of employment. 
 
The empowerment of the organisation’s employees needs to build into the 
organisational culture. This will allow for a strong, dynamic and self-motivated workforce 
to be established. The following section discusses the effects of the organisational 
culture. 
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3.5.1 Organisational culture 
 
The term culture has been referred to as the beliefs, traditions and guides which are 
shared amongst members of a particular group. The term can be used for social or 
formal groups, and can be used very fittingly for organisations and the behaviour of the 
individuals within them. Culture in brief refers to the common assumptions, values and 
beliefs of the organisation. Organisational culture can be seen and experienced in many 
ways for example: the norms displayed, the dress code, the physical setting, special 
terminology and vocabulary used, as well as the myths, stories and rituals which are 
discussed and conducted (Treviño & Nelson, 2006: 259).  
 
There are ten primary characteristics which comprise the constitution in essence of an 
organisation’s culture: 
• Member identity: the degree to which employees identify with the organisation 
rather than with their specific field. 
• Group emphasis: the extent to which work activities are organised around a 
team approach rather than individuals. 
• People focus: The degree to which management decisions take into 
consideration the effect on the employees within the organisation. 
• Unit integration: The degree with which the units (sites, departments, etc.) are 
encouraged to operate in a co-ordinated or independent manner. 
• Control: the extent to which rules, regulations and direct supervision are used to 
oversee and control the employee’s behaviour. 
• Risk tolerance: the extent to which employees are encouraged to be 
aggressive, innovative and risk seeking in their daily activities. 
• Reward criteria: The degree to which rewards such as salary increases and 
promotions are awarded based on employee performance rather than seniority, 
favouritism or any other non-performance based consideration. 
• Conflict tolerance: The level to which employees are encouraged to act openly 
upon conflict and criticism. 
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• Means-ends orientation: the extent to which management focuses on the 
results rather than the techniques and processes used to achieve the 
outcomes. 
• Open-system focus: The degree to which the organisation monitors and 
responds to changes within the external environment. 
 
Evaluating the points mentioned above provides a global picture of the organisation’s 
culture. The picture which is created becomes the foundation for the feeling of shared 
understanding which members have about the organisation, how things are done and 
the manner in which the members are meant to act within it (Robbins, 1993: 602). 
 
3.5.2 The strength of organisational culture 
 
Organisational culture can be extremely strong or it can be weak and difficult to identify. 
There are definite benefits for a strong culture to be present within an organisation. 
Organisations which reflect a strong culture, have standards and accepted norms which 
are shared and known by all. This allows for a united force which reflects a common 
direction on a daily basis. In multi-national organisations which reflect an extremely 
strong culture, the accepted norms and standards are common throughout the globe.  
 
An example would be the approach which a South African employee, of a multi-national 
organisation would proceed with an important ethical issue versus the approach used in 
Japan, North America or any other of the organisation’s facilities around the globe. If the 
approach adopted was the same, the organisation would reflect a strong organisational 
culture. The organisational culture would supersede the individual’s culture. 
 
Within organisations which posses a weak culture, the sub-cultures within the different 
departments or divisions are more predominant and guide the employee’s behaviour. 
An example of this which is easily relatable is that of a large university. The university’s 
departments may have different subcultures, which are stronger than the university’s 
culture. This is reflected in the language or the manner in which the various 
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departments operate, for example the law departments versus the approach of the 
engineering department.  
 
It is of importance to note that a weak culture is not a negative attribute. This allows for 
strong sub-cultures to develop which encourages diversity. The negative effect of this is 
that in an environment which reflects weak culture, behavioural inconsistencies are 
common (Treviño & Nelson, 2006: 259). 
 
3.5.3 Changing of organisational culture 
 
It is often found that organisations which have poor or very little of a structured culture 
are those which are acquired by organisations which posses strong and structured 
cultures. Structured cultures allow for information to flow rapidly and smoothly in a 
common and uniform manner.  
 
Rapid change within an organisation is difficult to implement but not impossible and 
when implemented correctly the changes work well. A well-known company, Hanson 
which is associated with acquiring underperforming companies, rapidly implements 
changes which results in profits being generated. They have set strategies which they 
implement into the acquired firm. Within the first few weeks post the acquisition, the 
Hanson’s team needs to rapidly lift the morale of the workforce as it is generally very 
low after the uncertainties experienced during the bid period. Secondly the culture is 
changed through the introduction of new procedures, rules, criteria and habits. The 
acquired firm is forced to adopt the culture as desired by the acquiring party (Eccles, 
1994: 32). Even though the newly acquired firm has been forced to adopt the new 
culture, it will still take many months to fully implement the desired culture. If the 
introduction, or the cohesion of the two cultures, is not correctly entrenched, problems 
will be experienced for many years (Kotter, 1999: 8). 
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3.5.4 Development of an organisational culture 
 
Whilst implementing organisational change, it is of importance to consider the 
organisational culture which would be beneficial when entrenched in the organisation. 
During the planning phases it is of great importance to consider the following factors in 
order to develop a culture which will be most beneficial to the organisation and the 
environment within which it operates.  
• Respect for people: Individuals are perceived as being responsible, 
conscientious and caring. All individuals should be treated with dignity and 
respect. 
• Trust and support: An effective and healthy organisation is characterised by 
trust, authenticity, openness and a supportive climate. 
• Power equalization: Effective organisations play-down on hierarchical authority 
and control. 
• Confrontation: Problems need not be pushed aside and forgotten about, but 
rather be openly confronted and addressed. 
• Participation: The more people, who are directly affected by the change, are 
involved in the decisions regarding the particular change, the more they will be 
committed to implementing and succeeding with the decisions made. 
 
Once these factors have been considered and addressed adequately in a positive 
approach during the implementation of organisational development, the path to 
implementing a positive organisational culture will be opened (Robbins & Judge, 2013: 
622). 
 
Organisational culture plays a significant role in the manner in which the organisation 
operates. We can see that the culture affects the way in which actions are carried out 
and the approach which is adopted towards the workforce. During times of change it is 
important to consider the current organisational culture and how to address the culture 
to be more receiving towards the changes. In times when drastic changes are made, 
such as that at S.P. Metal Forgings Uitenhage, the possibility to change and adapt the 
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culture needs to be considered and acted upon. The culture of an organisation can 
influence the outcomes of organisational development. The next section discusses the 
outcomes of organisational change. 
 
3.6 OUTCOMES OF ORGANISATIONAL CHANGE 
 
A study commissioned by the Change Management Learning Centre conducted by Hiatt 
and Creasey (2003) in Cameron and Green (2009: 334) researched how change was 
conducted at over 400 companies around the globe. They highlighted that the greatest 
contributing factors for successful change comprised of: 
 
• Active participation and involvement from senior management in the form of 
active support, prolonged support throughout the span of the initiative, acting as 
role models for the change, continued communication and acting as 
ambassadors and supporters for the change. 
• Buy-in from the line managers, foremen and employees who managed to keep 
the momentum going. 
• Continuous communication throughout the project. The communication needs 
to be specific with sufficient levels of detail for the various groups. 
• A well equipped, experienced team of individuals who have maintained a good 
internal working relationship and who are well networked in the organisation. 
• A well planned and organized approach which has be developed to suit the type 
of change being introduced. 
 
An extremely important point made by the study was that employees need to hear about 
the change from at least two people: the first being the most senior person involved in 
the change and secondly their direct manager. The senior manager is suited to 
communicate the business message regarding the change whereas the line manager is 
best suited to present more detailed and personalised messages (Cameron & Green, 
2009: 334).  
 
 
71 
 
3.6.1 Evaluating the progress of change 
 
In evaluating the progress of change, different outcomes might be expected, depending 
on the dominant paradigm, the organisation’s culture, the measurement means and the 
objectives. In an approach which has been stringently planned, goals for different 
lifecycles or various stages would have been highlighted at the outset and the 
measurement would be relatively easy. If this has not been done, the change agent and 
the management need to evaluate the cost reduction, increased quality standards, 
reduced absenteeism, increased customer satisfaction, reduced headcount or other 
measurements and factors which are representative of the change effort (Cameron & 
Green, 2009: 345). 
 
Cameron and Green (2009: 345) explained that it is important to bear in mind that the 
measurement and goals which where relevant at the onset of the change efforts may no 
longer be important as the industry and the world has progressed. Therefore it is 
important to continuously evaluate the goals and objectives of the change efforts and 
continuously ensure they are still relevant. 
 
3.6.2 Improved quality 
 
With the evolution of the market place opening up to international markets, an increase 
in competition is experienced. Companies now begin to face both local and international 
competition. In the years preceding international markets, manufacturers and suppliers 
had influenced the market place as the demand for new goods, and services exceeded 
the available supply. Businesses were leading the public’s taste and fashions. However 
this changed and currently the customers now posses the power of the market place. 
The shift in power can be primarily related to improved transportation and 
communication (Bennett, 1993: 1).  
 
Bennett (1993: 1) continued to claim that businesses have generally reacted and still do 
react to the shift in power to customers and the increased competition in one of three 
ways: 
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• Ignore the changes and continue as if nothing has changed. 
• Adopted a scientific approach with the opinion that problems are solved by 
identifying the cause and solving the problem. 
• Recognise the needs of the customer. 
 
Those organisations that recognise customer’s needs are of the opinion that the 
customer will choose suppliers and service providers who can serve their needs best 
with superior quality goods and services. These companies enter into quality 
programmes which are aimed at attracting new business and retaining it, as they feel 
customers will tend to continuously support companies which provide them with 
superior quality goods and services. 
 
As customers become more demanding, most organisations are committed to continual 
quality improvements regarding their processes and systems to improve their products 
with the intention of enhancing customer satisfaction.  In the current global environment 
these are required for organisations to remain in business. Within most industries, the 
standards are always increasing and what is considered as the current benchmark may 
be seen as average or mediocre within a relatively short period of time (Colenso, 2000: 
115).  
 
Colenso (2000: 115) referred to quality as consisting of five factors:  
• Conformance: the product or the service provided meets the customer’s   
specifications. 
• Reliability: the product or the service provided performs consistently and does 
not breakdown. 
• Performance: the product or the service provided has a broad range of features 
and capabilities which is perceived as valuable to the customer. 
• Customization: a product or service which can be adapted to meet the specific 
requirements of the customer. 
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• Customer service: the relationship between the customer and the organisation 
is improved through factors such as quick delivery, availability, after sales 
support, and so on.  
 
These five basic factors typically comprise the various elements covered by quality from 
the broadest perspective. These items differentiate the organisation from its competitors 
from a quality perspective. 
 
3.6.3 Organisational performance 
 
Organisation performance, or that of a unit of the organisation, can be measured by 
means of the performance gap. The performance gap is the difference between what 
the organisation could potentially do versus what it actually does (Brown & Harvey, 
2006: 129). To perform this analysis, data is collected relating to the actual performance 
of the organisation using a predetermined set of criteria as well as the realistic desired 
state. The difference between the two states is referred to as performance. The gap 
may be the result of ineffective performance by organisational units, internal 
departments or externally due to competitive innovation and change. The organisation 
may experience a performance gap as it has neglected to adapt to the changing 
external environment. Brown and Harvey (2006: 129) suggested a self-assessment 
version of the performance gap analysis by means of a questionnaire to gather the data.  
The four factors which they suggest to be considered are: 
• The organisation’s strengths. 
• Actions to take advantage of those strengths. 
• The organisation’s weaknesses. 
• Actions to alleviate the weaknesses. 
 
Robbins and Judge (2013: 247) referred to goal-setting theory as a means of increasing 
performance. When an individual, team, department and so on set goals, these need to 
be well defined goals. The concept of the goal-setting theory is based on the fact that 
working towards a goal is a major source of work motivation. The goal sets expectations 
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for the individual in terms of what needs to be done and how much effort will be needed 
to achieve the goals. Research has shown that by defining specific goals performance 
is increased and the more difficult the goal which is accepted, the greater the 
performance displayed. Feedback to the parties involved results in higher performance 
than the lack of feedback.  
 
Self-efficacy, as explained by Robbins and Judge (2013: 252) referred to an individual’s 
belief that they are capable of completing a particular task. The higher an individual self-
efficacy, the more they believe they will be able succeed at a particular task. In a difficult 
situation, individual and teams which have a high self-efficacy will try harder and show 
more determination to succeed at the task whereas those with low self-efficacy will 
generally show less effort and possibly give up altogether. 
 
3.6.4 Customer satisfaction 
 
Customer satisfaction is achieved through the management of customer perceptions 
and expectations (Hoffman, Czinkota, Dickson, Dunne, Griffin, Hutt, Krishnan, Lusch, 
Ronkainen, Rosenbloom, Sheth, Shimp, Siguaw, Simpson, Speh & Urbany, 2005: 329). 
If the customer is of the opinion that the service meets or adheres to a higher standard 
than what is expected, the customer will be satisfied. Through this explanation of 
customer satisfaction, organisations can increase customer satisfaction by either 
enhancing organisational performance or by lowering customer expectations.  
 
The importance of customer satisfaction cannot be overlooked as without customers the 
organisation will not exist. All organisations, particularly service orientated businesses, 
need to define and measure customer satisfaction. It is naive for organisations to gauge 
customer satisfaction from the complaints received. This point is highlighted by the 
following findings made by the Technical Assistance Research Program as represented 
in Hoffman et al (2005: 329). 
• On average, 96% of dissatisfied customers do not inform the organisation. 
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• For every complaint received there are 26 other customers with the same 
problem. 
• On average a dissatisfied customer tells nine or ten other people, Thirteen 
percent will share their experience with more than 20 people. 
• Customers who have their complaints dealt with in a satisfactory manner, on 
average tell five people about their treatment they received. 
• Parties who complain are more likely to do business with the organisation again 
than non-complainers. Of the complaints made, 54 – 70% are resolved, 95% of 
which are considered to be handled quickly. 
 
It is of great importance to meet customer expectations, more so for service orientated 
organisations than any other. By meeting and exceeding customer expectations, 
several benefits can be experienced. 
• The positive word of mouth which is generated, often results in new customers. 
• Satisfied customers purchase more items more frequently. 
• Satisfied customers are less likely to be lost to the competition. 
 
Organisations which enforce high customer satisfaction levels are generally able to 
insulate themselves from the pressures of the competition. Customers who are 
particularly satisfied with the services received are generally willing to pay more and 
stay with the organisation rather than moving to a lower-priced service (Hoffman et al, 
2005: 330). 
 
3.6.5 Employee satisfaction 
 
Employee satisfaction, also referred to as job satisfaction, is commonly defined as the 
general attitude shown towards one’s job (Robbins & Judge, 2013: 109). In the broadest 
sense it is the difference between the amount of reward which the employee receives 
and the amount which they believe they should receive.  
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Robbins and Judge (2013: 112) explained that an individual with a high level of job 
satisfaction displays a positive attitude towards the job, while an employee who is 
dissatisfied with their job holds negative attitudes about their job.  
 
Managers are interested in employee satisfaction as many believe that satisfied 
employees are more productive than unhappy employees. This assumption is partly 
correct.  Robbins and Judge (2013: 114) explained that research has shown that happy 
workers are not necessarily productive workers. On an individual level, research shows 
that satisfied employees are not necessarily productive but rather that a productive 
employee is likely to lead to employee satisfaction. On an organisational level, research 
shows that organisations which have more satisfied employees are more productive 
than those with less satisfied employees. 
 
Robbins and Judge (2013: 119) stated that there are two distinct relationships which 
have been identified with employee satisfaction: 
• Satisfaction and absenteeism – a negative relationship is found between job 
satisfaction and absenteeism.  This makes sense, as dissatisfied employees 
are more likely to miss work. The direct relationship between satisfaction and 
absenteeism is moderate and absenteeism is influenced by a number of other 
factors such as organisations which have tolerant sick leave benefits. However, 
a satisfied employee is less likely to take a day absent than an unsatisfied 
employee.  
 
• Satisfaction and employee turnover – A satisfied employee is less likely to leave 
the employment of the organisation as opposed to the unhappy employee. 
Again there are a number of factors which influence this relationship such as: 
labour market conditions, personal expectations of alternative job opportunities 
and length of tenure with the organisation. 
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The outcomes for a particular change effort may focus on one of these points discussed 
or have a more global view and focus on a number of areas. Typically more than a 
single point is addressed through a single change. 
 
 
3.7 CONCLUDING REMARKS 
 
The aim of this chapter was to continue with the study of the literary aspects which 
relate to change strategies. The main topics discussed included factors influencing the 
success of organisational change, the resistance towards change on both individual and 
organisational level and the management thereof. The outcomes of organisational 
change include workforce empowerment, quality, performance and the satisfaction of 
both the customer and employees. The literature relating to resistance experienced 
during change indicates that resistance is expressed in different ways and that various 
strategies exist to manage it. Organisational culture was discussed and it was noted 
that the culture of the organisation influences the approach adopted towards 
organisational development. 
 
Chapter 4 covers the methodology used for the research, as well as a presentation of 
the demographical results of the study. 
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CHAPTER FOUR 
 
RESEARCH METHODOLOGY 
 
4.1 INTRODUCTION 
 
Chapters two and three comprised of the literature review and the relevant theory 
relating to organisational change. The literature review provided a theoretical 
understanding of the study and served as a basis upon which theoretical assumptions 
relating to organisational change were made. In addition this allowed for a link to be 
established between the theory and the empirical research. The literature review in the 
previous chapter provided a basis for explanation and a discussion of the findings of the 
study. 
 
The objective of this chapter is to describe the research methodology used during the 
study. For the findings of any research to have meaning and value they have to be 
based on sound and valid research principles. This chapter focuses on professional 
research design, the population, questionnaire, pilot study, the survey and the response 
rate. The demographic information gathered from the survey will be presented. 
4.2 RESEARCH DESIGN 
 
Leedy and Ormrod (2005: 2) referred to research as a systematic process by which 
data is collected, analyzed and interpreted with the intention of increasing the 
understanding of a particular concern. De Vos, Strydom, Fouché and Delport (2002: 50) 
defined professional research as focused problem solving with the intention for scientific 
development within the research contents or the field in question. With this in mind it is 
important for the researcher to have a clear understanding of the research question 
which they intend to answer. For this study the main question and the sub-questions 
asked were: 
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Main question: 
How was organisational change implemented at S.P. Metal Forgings Uitenhage, 
what were the outcomes of the change and what was the effect on organisational 
culture? 
 
An analysis of the main problem allowed for the identification of four sub-problems: 
 
Sub-problem one: 
What guidelines are presented in theory for managing organisational change?  
 
This sub-problem was addressed by means of a theoretical study. The theoretical study 
predominantly focused on the academically accepted change models and the driving 
and resisting forces towards organisational change and the management thereof. 
 
Sub-problem two: 
To what extent were the guidelines for organisational change followed by S.P. 
Metal Forgings Uitenhage? 
 
This sub-problem was addressed by means of an empirical study, with an interview 
which was held with the managing director and a questionnaire which was used to 
gather data from the workforce. Section B of the questionnaire focused on the manner 
in which the changes were introduced at S.P. Metal Forgings Uitenhage. 
 
Sub-problem three: 
What are the desired outcomes associated with the organisational change in 
general, and as implemented at S.P Metal Forgings Uitenhage? 
 
This sub-problem was addressed by means of the theoretical study and the empirical 
study. Section C of the questionnaire focused on the outcomes of the particular change 
effort.  
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Sub-problem four: 
What are the key aspects of the current culture at S.P. Metal Forgings 
Uitenhage? 
 
This sub-problem was also addressed by the empirical study. Section D of the 
questionnaire focused on organisational culture which has been established within S.P. 
Metal Forgings Uitenhage. 
 
In order to gather sufficient data and information to answer both the main problem and 
the sub-problems a theoretical study and an empirical study, which took the form of an 
interview with the organisation’s managing director and a questionnaire administered to 
a number of the employees of S.P. Metal Forgings Uitenhage, was conducted. The 
manner in which the empirical study was developed and conducted is discussed in the 
following section. 
4.3 THE EMPIRICAL STUDY 
 
The empirical study was conducted with the use of a survey. A survey was used as it 
allows for the acquisition of information regarding a specific group of individuals by 
requesting responses relating to various statements and scenarios and tabulating the 
feedback. The goal of a survey is to learn about a large population by surveying a 
random sample from the group (Leedy & Ormrod, 2005: 183). In this section the 
population, the questionnaire and the response rate are discussed. The demographic 
information collected from the survey is also discussed. 
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4.3.1 Due consideration of potential research constraints 
 
Constraints, apart from time and the available resources, that could be evident in 
research and therefore should be taken into account when studying the results, 
included:  
• The quality of the respondents’ replies. 
• The subjective nature of the respondents’ replies. 
• The value of the results, as these depend on the representativeness of the 
sample respondents. 
• Cultural attributes that could be affected by many environmental factors. 
• Possible errors due to non-response. 
• Possible bias due to the questionnaire design. 
 
In this study, these constraints were minimized by formulating the questionnaire from 
theory and following theoretical guidelines for the design of the research and the 
research instrument.  
 
4.3.2 Population and sampling 
 
Huysamen (2001: 8) described a population as the entire collection of cases from which 
the researcher would like to draw conclusions. The cases in question are not 
necessarily people, but rather an individual case could be any particular single entity 
such as an organisation, a group of people at a specific place at a particular point in 
time, the life span of a particular item produced over the past month from a particular 
manufacturer and so on (Saunders, Lewis & Thornhill, 1997: 124). A population can 
comprise of people, organisations, objects, products or events.  
 
In some cases it is possible to survey the entire population, however a complete census 
may not provide more accurate results compared to a sample survey (Saunders et al, 
1997: 124). Sampling provides a viable option as opposed to a complete census when it 
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is impractical to survey the entire population, as there may be budget or time 
constraints. 
 
Sample techniques are grouped into two methods, probability or non-probability 
sampling. Probability sampling is a random method of selection of the units from the 
population in question. Thus each unit has the same probability of been selected for 
participation in the study. Non-probability sampling is more subjective as the researcher 
has greater control over the units which are selected to participate in the research (De 
vos et al, 2002: 203-208).  
 
For this study the target population comprised of the employees of S.P. Metal Forgings 
Uitenhage. As the sample size was relatively small for this study, non-probability 
sampling was used. The accidental sample method, in conjunction with target samples, 
was used to select participants. Particular samples were targeted for the response of 
the survey, such as office staff and foremen. However the majority of the cases were 
selected through the means of accidental sampling, and these cases comprised of 
factory floor workers (operators and artisans). The questionnaire was administered to 
100 respondents. Anonymity could be guaranteed as completed questionnaires were 
returned via a response box which was place at reception in the foyer of the 
administration block. 
 
4.3.3 The questionnaire 
 
De Vos et al (2002: 172) defined a questionnaire as a set of questions which is 
presented on a form which is completed by respondents. The questions relate to a 
particular research project. The questions asked can be open-ended, asking for 
comment, or closed, asking for a “yes” or a “no” answer to be given.  
 
Saunders et al (1997: 244) were of the opinion that it is harder to develop a good 
questionnaire than one may think. The design of the questionnaire will significantly 
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influence the response rate and the reliability of the data collected. The response rate, 
validity and reliability can be maximized if a number of steps are followed: 
• Careful thought is put into the design of each question. 
• The questionnaire is presented in a clear and clean layout. 
• A logical explanation is given for the purpose of the questionnaire. 
• A pilot study is conducted to evaluate the questionnaire. 
 
The development of the questionnaire used for this study is discussed below. 
 
4.3.3.1 Development of the questionnaire 
 
Leedy and Ormrod (2005: 190) recommended twelve guidelines in order to achieve 
maximum results from the questionnaire: 
• Keep the questionnaire as short as possible to achieve the desired results. 
• Use simple, clear wording to avoid ambiguity. 
• Check for underlying assumptions made whilst asking a question. 
• Word the questions in a neutral manner to avoid giving clues regarding a 
preferred response. 
• Check for consistency in responses by asking a supporting question some 
distance from the first question. 
• Determine how the responses will be captured and processed, this may 
determine the structure of the questionnaire. 
• Ensure the requested tasks of the respondents are kept simple. 
• Provide clear instructions. 
• Provide a justification for all unclear items, as respondents are doing a favor to 
complete the questionnaire so therefore they need a clear understanding 
throughout. 
• The questionnaire is presented in a professional and clean manner. 
• Conduct a pilot study. 
• Examine the final questionnaire carefully to ensure it addresses the research 
needs. 
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From these steps presented in Leedy and Ormrod (2005: 190)  it can be seen that a 
questionnaire is not as easy to develop as many feel. Leedy and Ormrod (2005: 190) 
made the statement that questionnaires seem simple, however in their experience 
questionnaires are complicated to construct and administer.  A small mistake made in 
the development of a questionnaire can result in a data which cannot be processed or 
an extremely low return rate. The questionnaire used for this study was developed with 
the intention of meeting the requirements set out by Leedy and Ormrod (2005: 190). In 
addition, a pilot study was conducted. The pilot study is discussed in paragraph 4.3.4. 
 
The questionnaire comprised of four sections: 
• Section A required demographical details and was comprised of multiple choice 
and dichotomous questions. 
• Section B was comprised of questions pertaining to the organisational change 
practices that were adopted by S.P. Metal Forgings Uitenhage. The content of 
this section was based on various models of change that were explored in the 
theoretical study, including Lewin’s model, reengineering and Kotter’s 8 step 
model of change. A Likert response scale was used. 
• Section C focused on the change outcomes experienced at S.P. Metal Forgings 
Uitenhage, also with a Likert type response scale. Statements in this section 
related to customer service, quality and employee satisfaction.  
• Section D contained questions regarding the organisational culture at S.P. 
Metal Forgings Uitenhage. The focus was on aspects such as organisational 
climate, values, empowerment, communication and recognition. The same 
Likert type scale was used for this section.  
 
The questionnaire is attached as Addendum A. An important aspect in developing a 
questionnaire is validity and reliability, concepts which are dealt with in the next section.  
 
  
85 
 
4.3.3.2 Validity and reliability of the measuring instrument 
 
Validity refers to a measuring instrument measuring the concepts that it is supposed to 
measure, and reliability refers to the accuracy of the measuring instrument. Validity and 
reliability are vitally important characteristics relating to the analysis of the responses. 
The researcher needs to confirm that the measuring instruments used will yield 
acceptable levels of reliability and validity. Reliability and validity are the single two most 
important concepts regarding measurement (De Vos et al, 2002: 166). 
 
 
 
4.3.3.2.1 Validity 
 
A valid measuring tool is described as a tool which is doing what it is intended to do, 
measure what it is supposed to measure and to generate results that reflect the true 
differences of the variable being measured. There are two parts to the term validity, the 
first being that the instrument of measurement actually measures what is required and 
the second concerns the accuracy of the measurement (De Vos et al, 2002: 166).   
 
De Vos et al (2002: 167) identified four types of validity: content validity, face validity, 
criterion validity and construct validity. Content validity refers to the degree to which the 
measurement actually measures the concepts relating to the topic. Face validity is 
closely linked to content validity. Face validity refers to what an instrument appears to 
measure as opposed to content validity that regards what a measurements tool actual 
measures. Criterion validity involves multiple measurements and comparing the scores 
with an external measure, referred to as a criterion, which measures the same, or a very 
similar concept, trait or behavior. Construct validity involves determining the degree to 
which a measurement instrument successfully measures a theoretical construct.  
 
For the purposes of this study, validity was achieved by closely aligning the 
questionnaire with the concepts as discussed in the theory. In addition, the 
questionnaire was developed under the auspices of an expert in the field of 
86 
 
organisational behavior and organisational change, to ensure that it focused on the 
resolving the research problems and contained appropriate statements.  
 
4.3.3.2.2 Reliability 
  
Leedy and Ormrod (2005: 29) defined reliability as the consistency with which the 
measurement yields a particular result when the item being measured has not changed. 
Saunders et al (1997: 81) state that reliability can be gauged by asking two questions: 
• Will the measure yields the same results on different occasions? 
• Will similar observations be made by different researchers on different 
occasions? 
 
Saunders et al (1997: 82) explained that reliability is threatened by four factors: 
• Subject error – This refers to the different results which may be given by the 
same respondents influenced by external factors. 
• Subject bias – Interviewees provide responses which they perceive to be the 
desired answer for the interviewer or the party which has commissioned the 
research. 
• Observer error – When multiple parties are conducting interviews, for the 
purpose of a single study, there may be different approaches adopted to extract 
the responses from the respondents.  
• Observer bias - The different manner in which multiple interviewing parties 
interpret responses. 
 
There are a number of procedures which exist for establishing reliability. These include 
the test-retest, alternate form methods and the split-half technique (De Vos et al, 2002: 
168). Reliability refers to the extent to which independent use of the same tool will 
consistently provide the same or very similar results. Reliability does not regard what is 
being measured but rather how well it is being measured (De Vos et al, 2002: 168). For 
the purposes of this study, reliability was tested by comparing the result of the pilot 
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study to those of the survey. Similar results were obtained and hence reliability was 
indicated. 
 
4.3.3.3 Questionnaire cover letter 
 
The purpose of a cover letter, which accompanies a questionnaire, is to explain to the 
respondents the purpose of the survey. The cover letter is intended as the first part of 
the survey that the respondents will read. A portion of the respondents will however 
ignore the cover letter whilst others will read it and use it to decide if they will answer the 
questionnaire or not (Saunders et al, 1997: 266). Saunders et al (1997: 267) suggested 
the following items are considered when writing a cover letter: 
• Good quality paper is used, with an official letter head including telephone 
numbers. 
• A font size of 12 is used and printed only on one side of the sheet. 
• If at all possible, use the recipient’s title and name. 
• Explain what the intention of the survey is and why it will be useful. 
• Explain why the recipient’s input is important and how long it will take to 
complete the questionnaire. 
• Confirm confidentiality and anonymity. 
• Explain how the results will be used and if a token reward or a donation will be 
made, state this. 
• Provide contact details. 
• In closing thank the recipient for their assistance. 
• Sign the letter by hand. 
• Include your name and surname. 
  
The suggestions made by Saunders et al (1997) presented above, were considered in 
the design of the cover letter. The cover letter and questionnaire are attached as 
Addendum A. 
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Ethics clearance for the study was obtained from the Nelson Mandela Metropolitan 
University (NMMU) and a standard form had to be completed (Form E). As the study did 
not include vulnerable groups and the questionnaire was not distributed via the Internet, 
no further ethical clearance was required. The completed Form E is attached as 
Addendum B. Further ethical considerations which were taken into account included 
anonymity of the respondents. It was clearly stated twice in the cover letter that the 
responses were anonymous. It was pointed out in the cover letter that the respondents’ 
names or clock numbers would not be requested and hence the responses could not be 
traced to an individual. 
 
4.3.4 Pilot study 
 
Leedy and Ormrod (2005: 192) stated that to conduct a pilot study, the researcher 
needs to supply the questionnaire to a small number of respondents to see whether 
they have any difficulties understanding any items. They need to complete the 
questionnaire as it would be done by all respondents during the study. In this way the 
researcher can experience the feedback which will likely be received when conducting 
the “real” research. 
 
De Vos et al (2002: 211) referred to a pilot study as a trial run of all the various aspects 
of the questionnaire prior to fully administering the questionnaire. Even if a researcher 
plans their research logically and with great care the fact remains that the practical 
implementation of the questionnaire, or other forms of research, is an unknown. For this 
very reason a pilot study is increasing in popularity and finding its place in standard 
research practices. De Vos et al (2002: 211) made the comment that a pilot study is a 
dress rehearsal prior to the main event. 
 
Whilst analyzing the responses from the pilot study one should take care to check each 
completed questionnaire to ensure the respondents have not had difficulty in 
understanding any of the instructions or phrasing of the questions or statements 
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(Saunders et al, 1997: 269). If at all possible a follow-up discussion or a secondary 
questionnaire should follow the pilot study to determine the following points of interest: 
• How long the respondent took to complete the questionnaire. 
• The clarity of the instructions provided. 
• If there were any uncertainty or ambiguity of any questions. 
• If the respondents felt uncomfortable in answering any of the questions. 
• If the respondents felt that there were any relevant topics which were not 
addressed. 
• If the layout was clear and professional. 
• If any other relevant and constructive criticism could be provided. 
 
For this research the approach adopted for the pilot study comprised of the following: 
• The questionnaire was given to two foremen to complete. Both these foremen 
had more than fifteen years experience in supervisory posts and both have 
made the transformation with the organisation. 
• The questionnaire was given to four senior artisans from the Toolroom. The 
various artisans had all been employed with the company for a number of years 
prior to the acquisition. The artisans were still employed by the organisation 
when completing the questionnaire. 
• The questionnaire was given to two office staff members to complete. The staff 
members had been employed on site prior to the acquisition and were still 
employed when completing the questionnaire. 
 
Once returned, each of the completed pilot questionnaires were checked to ensure that 
the respondents had followed the instructions and did not have any problems 
understanding or answering any of the questions as recommended by Saunders et al 
(1997: 269). 
 
Saunders et al (1997: 269) suggested that for a self-administered questionnaire, 
additional information about the problems should be obtained. The following points were 
recommended for consideration. 
90 
 
• Length of time to complete the questionnaire. 
• Clarity of instruction. 
• Clarity of construction of the questions and words used. 
• If there were any questions the respondent felt uncomfortable to answer. 
• Any other question or item that should be added. 
• If the layout was clear. 
• If they had any other comment. 
  
The eight respondents were individually interviewed and their responses regarding the 
listed points were considered. Apart from these points their understanding of the cover 
letter was considered. The respondents needed to understand the research was being 
conducted by an external party and was not requested by the organisation. They also 
needed to be aware the responses were anonymous. The comments and feedback 
received were used to refine the questionnaire prior to administering to the target 
population. 
 
4.3.5 Administering the questionnaire 
 
The population for the study comprised of employees from the organisation in question. 
As the facility operates with three shifts in place, the questionnaires were distributed at 
three intervals over a 24 hour cycle to cover the full spectrum of employees. In total 100 
questionnaires were distributed. When distributing the questionnaire great care was 
taken to ensure each of the questionnaires had a cover letter in place. This was needed 
as the responded needed to understand the intention of the study. The reasons for the 
study was conveyed verbally, however this was reinforced through written text. The 
response box was put in place prior to administering the questionnaire. 
 
The means by which the questionnaire was administered did not allow for follow up 
telephone calls, emails or discussions to take place. The respondents could not be 
personally thanked on completion of the questionnaire. Therefore a brief letter thanking 
the respondents for their participation in the study was placed at the response box. 
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4.3.6 Response rate 
 
For a questionnaire of this nature Huysamen (2001: 149) claimed that a response of 
less than 50 percent can be expected. De Vos (2002: 172) also referred to a response 
rate of 50 percent as being adequate and makes the statement that 60 percent is good 
and 70 percent is considered to be excellent. Apart from the low response rate, the lack 
of control over the completion of the questionnaires may result in poorly completed 
questionnaires. In an attempt to increase the response rate Huysamen stated that the 
questionnaire can be delivered personally, collected personally or both (Huysamen, 
2001: 149). 
 
In an effort to maximize the response rate the following efforts were made: 
• The respondents were made aware of the importance and the intention of the 
research when distributing the questionnaires. 
• A cover letter explaining the importance and the intention of the research was 
attached to all questionnaires. 
• The respondents’ anonymity was guaranteed. 
• The length of the questionnaire was kept to a minimum. 
• A reasonable return date for the questionnaire was identified. 
• All questionnaires were distributed by hand, providing a personal approach to 
the research. 
 
The cover letter and the questionnaires were distributed to 100 respondents within the 
target population. Of the 100 questionnaires which were distributed, 62 were returned in 
an acceptable condition on or before the return date. This response rate can therefore 
be considered as acceptable. Chart 4.1 provides a graphical representation of the 
response rate for the distributed questionnaires. It shows that of the 100 questionnaires 
distributed, 62 were returned completed. Three questionnaires were returned in a 
condition which was considered as damaged and not suitable for data capturing. 
 
 
 
 Chart 4.1: Graphical representation of the response rate for the questionnaires
 
 
From Chart 4.1 it can be seen that 62 percent of respondents returned the 
questionnaires on or before the requested date. This rate would be considered as a 
good, according to De Vos (2002: 172)
 
Table 4.1: Response rate 
 
STATUS
Returned 
Not returned
Unusable/ 
Damaged
TOTAL 
 
Table 4.1 shows that 62 questionnaires were returned in a condition which was 
considered to be acceptable, three were returned in a condition which was considered 
to be unacceptable. Thirty five questionnaires were not returned. In the next section the 
demographic data received from the completed questionnaires is discussed.
 
 
Returned 
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 RESPONSE 
RATE 
PERCENTAGE
 62 62 
 35 35 
 3 3 
100 100 
62%
35%
3%
Not returned Unusable/ Damanged
 
 
 
 
 4.4 PRESENTATION AND ANALYSIS OF THE 
 
Section A of the questionnaire comprised the demographical data. This section 
requested the respondents to provide feedback such as gender, age, racial group, 
tenure, employment status, education and the department which they oper
biographical information served as independent variables with the
similarities, or lack thereof, in the different sections within the questionnaire. The 
information pertaining to Section A which was been obtained from the questionnaire is 
presented and discussed below.
 
4.4.1 Age 
 
Question one requested the respondents to indicate their current age. 
are presented in Chart 4.2 and Table 4.2. 
 
Chart 4.2: Age 
 
Chart 4.2 provides a visual representation of the age of the respondents. It can be seen 
the largest portion of respondents were in the age group 26 to 30 years. The smallest 
portion of respondents (4.8%) w
 
24.2%
11.3%
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as under 20 years old. 
4.8%
8.1%
25.8%
17.7%
8.1%
Under 20 years
20 - 25 years
26 – 30 years
31 – 40 years
41 – 50 years
51 – 60 years
61 years and older
 
ated in. The 
 intention to identify 
The responses 
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Table 4.2: Age 
 
AGE RESPONSE 
RATE 
PERCENTAGE 
Under 20 years 3 4.8 
20 - 25 years 5 8.1 
26 – 30 years 16 25.8 
31 – 40 years 11 17.7 
41 – 50 years 15 24.2 
51 – 60 years 7 11.3 
61 years and older 5 8.1 
TOTAL 62 100 
 
4.4.2 Gender 
 
Question 2 required the respondents to indicate their gender. Table 4.3 and Chart 4.3 
present the responses obtained. 
 
Table 4.3: Responses regarding gender 
 
 
 
 
  
GENDER RESPONSE 
RATE 
PERCENTAGE 
Male 37 59.7 
Female 25 40.3 
TOTAL 62 100 
 Chart 4.3: Responses regarding 
 
More males (59.7%) completed the questionnaire than 
males and females were adequately represented. The responses do demonstrate an 
organisation which has taken gender equity into account, especially considering that
company is in the manufacturing industry, which traditionally was male
 
4.4.3 Racial group 
 
Question 3 required the respondents to indicate their racial group. The results are 
presented in Table 4.4 and Chart 4.4.
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gender 
females (40.3%). However, both 
 
 
59.7%
40.3%
Male Female
 
 the 
-dominated. 
 Chart 4.4: Responses with regards to racial group
 
Table 4.4: Response with regards to race
RACE
Black
Asian
Coloured
White
Other
TOTAL
 
It can be seen that the majority of respondents w
respondents who were coloured (37.1%) and lastly respondents who were white 
(14.5%). No respondents were 
 
 
 
37.1%
Black
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 RESPONSE 
RATE 
PERCENTAGE 
 30 48.4 
 0 0.0 
 23 37.1 
 9 14.5 
 0 0.0 
 62 100 
ere black (48.4%), followed by 
Asian or of other racial groups. 
 
48.4%
0.0%
14.5%
0.0%
Asian Coloured White Other
 
 4.4.4 Tenure 
 
The following question, question 4 of Section A, 
their length of service on the site of 
4.5 depict the responses received.
 
Chart 4.5: Responses with regards to length of service
Table 4.5: Responses with regards to length of service
TENURE
Less than 3 years
Between 3 and 5 years
Between 6 and 10 
years 
More than 10 years
TOTAL 
 
It can be seen that the majority of respondents (43.5%) had been employed for less 
than three years. These results reflect the rapid growth period afte
Less than 3 years
Between 6 and 10 years
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required the respondents 
S.P. Metal Forgings Uitenhage. Chart 4.5 and Table 
 
 
 
 RESPONSE 
RATE 
PERCENTAGE
 27 43.5 
 21 33.9 
5 8.1 
 9 14.5 
62 100 
43.5%
33.9%
8.1%
14.5%
Between 3 and 5 years
More than 10 years
to indicate 
 
 
r takeover by S.P. 
 Metal Forgings Uitenhage. 
between six and ten years. 
 
4.4.5 Employment status 
 
Question 5 of Section A required t
The results are shown in Chart 4.6 and Table 4.6
 
Chart 4.6: Responses with regards to employment status
Table 4.6: Responses with 
STATUS
Permanent
Contract
TOTAL
 
More permanent employees (75.8%) completed the questionnaire than contract 
employees (24.2%). 
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regards to employment status 
 RESPONSE 
RATE 
PERCENTAGE
 47 75.8 
 15 24.2 
 62 100 
75.8%
24.2%
Permanent Contract
 
 
 4.4.6  Type of employee: Salaried versus hourly 
 
The next question, question 6, of 
whether they were salaried or hourly paid employees.
4.7 and Table 4.7. 
 
Table 4.7: Responses with regards to 
paid 
STATUS
Salaried
Hourly
TOTAL
 
Chart 4.7: Responses with regards to salaried versus hourly paid
More hourly paid employees (93.5%) completed the questionnaire than salaried staff 
(6.5%). Hourly paid employees include foremen, artisans and operators while salaried 
employees include office staff and management.
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paid 
Section A required the respondents to indicate
 The results are shown in Chart 
type of employee: Salaried 
 RESPONSE 
RATE 
PERCENTAGE 
 4 6.5 
 58 93.5 
 62 100 
 
6.5%
93.5%
Salaried Hourly
 
versus hourly 
 
 
 4.4.7 Department 
 
Question 7 of Section A, required
were currently employed in.
 
Chart 4.8: Responses with regards to department
Table 4.8: Responses with regards to department of employment
DEPARTMENT
Forge Cutting Section
Forge Production 
Machine Shop Production
Finishing Area 
Forge Quality 
Machine Shop Quality
Forge Maintenance
Machine Shop Maintenance
Toolroom 
Support and Office staff
TOTAL 
4.8%
3.2%
4.8%
3.2%
Forge Cutting Section
Finishing Area
Forge Maintenance
Support and Office staff
100 
 the respondents to indicate which department they 
 The results are shown in Chart 4.8 and Table 4.
 
 RESPONSE 
RATE 
PERCENTAGE
 3 4.8 
14 22.6 
 18 29.0 
7 11.3 
3 4.8 
 2 3.2 
 3 4.8 
 2 3.2 
6 9.7 
 4 6.5 
62 100 
4.8%
22.6%
29.0%
11.3%
9.7%
6.5%
Forge Production Machine Shop Production
Forge Quality Machine Shop Quality
Machine Shop Maintenance Toolroom
8. 
 
 
 
  
Chart 4.8 graphically depicts the breakdown of the respondents with regards to the 
departments they were employed in. It can be seen that the greatest number of 
respondents (29%) were employed in the Machine Shop Production 
 
4.4.8  Formal education 
 
Question 8 of Section A, required of the
education. Chart 4.9 and Table 4.
 
Chart 4.9: Responses with regards to formal education
 
 
 
 
 
 
 
3.2%
Did not complete high school
Technical College diploma/ Certificate
Technikon Degree
Post-graduate degree
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 respondents to indicate their
9 present the responses for this question.
 
0.0%
71.0%
21.0%
0.0% 3.2% 1.6%
Matric
Technikon diploma/ Certificate
University Degree
department. 
 level of formal 
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Table 4.9: Responses with regards to formal education 
 
EDUCATION RESPONSE 
RATE 
PERCENTAGE 
Did not complete high school 0 0.0 
Matric 44 71.0 
Technical College diploma/ 
certificate 13 21.0 
Technikon diploma/certificate 2 3.2 
Technikon degree 0 0.0 
University degree 2 3.2 
Post-graduate degree 1 1.6 
TOTAL 62 100 
 
It can be seen from Table 4.9 that for the greatest number of respondents (71%) had 
matric as their highest level of education.  A further 21 percent had a technical college 
diploma or certificate.  
 
4.4.9 Supervisory level 
 
Question 9 of Section A of the questionnaire required the respondents to indicate if they 
were in a supervisory position. Table 4.10 shows the responses for this question. 
 
Table 4.10: Reponses with regards to supervisory level 
 
SUPERVISORY 
POSITION 
RESPONSE 
RATE 
PERCENTAGE 
Yes 7 11.3 
No 55 88.7 
TOTAL 62 100 
 
Table 4.10 reflects that seven respondents were in a supervisory position. 
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The final question for Section A of the questionnaire required the respondents, which 
confirmed that they are in a supervisory role, to indicate what level of responsibility they 
had. The results are shown in Table 4.10. 
 
Table 4.11: Responses with regards to the level of authority 
 
AUTHORITY RESPONSE 
RATE 
PERCENTAGE 
Departmental 
Manager 1 14.3 
Supervisor 1 14.3 
Foreman 2 28.6 
Team Leader 3 42.9 
TOTAL 7 100 
 
It can be seen from Table 4.11 that the greatest number (42.9%) of supervisors 
indicated that they filled a team leader role. Second to this was foreman (28.6%) 
followed by supervisors (14.3%) and departmental managers (14.3%). 
 
4.5 CONCLUSION  
 
In this chapter the research methodology adopted whilst conducting this study was 
discussed. The discussion included sections which referred to the research design, the 
questionnaire, the pilot study, the population and the response rate. The demographic 
details, obtained from Section A of the questionnaire, were also presented. 
 
The following chapter addresses the results obtained from the questionnaire with the 
intention to address the means by which change was implemented at S.P. Metal 
Forgings Uitenhage, the outcomes of the change was and the organisational culture. 
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CHAPTER FIVE 
 
RESULTS, ANALYSIS AND INTERPRETATION 
 
5.1  INTRODUCTION 
 
In chapter four, the research methodology used in the study was discussed. The 
demographical details acquired through Section A of the questionnaire, were also 
presented. The aim of this chapter is to resolve sub problems two, three and four. 
 
Sub-problem two: 
To what extent were the guidelines for organisational change followed by S.P. Metal 
Forgings Uitenhage? 
 
Sub-problem three: 
What are the desired outcomes associated with the organisational change in general, 
and as implemented at S.P. Metal Forgings Uitenhage? 
 
Sub-problem four: 
What are the key aspects of the current culture at S.P. Metal Forgings Uitenhage? 
 
The results obtained from Sections B, C and D of the questionnaire are presented with 
the intention to be used in conjunction with the theoretical data to assist in resolving the 
sub problems which are relevant to the changes at S.P. Metal Forgings Uitenhage. The 
relevant sections of the questionnaire are titled as follows: 
Section B: Organisation Change 
Section C: Change Outcomes 
Section D: Organisational Culture 
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5.2 QUANTITATIVE ANALYSIS OF RESULTS 
 
Sections B, C and D of the questionnaire were developed using a Likert type scale. For 
each statement the respondents were requested to indicate the extent to which they 
strongly agreed, agreed, and were neutral, disagreed or strongly disagreed with the 
relevant statement. Numerical values were assigned to each of the possible answers. 
The option of strongly agree was allocated a value of five with the value decreasing as 
the level of agreement decreased with a final value of one being allocated to strongly 
disagree. 
 
5.2.1  Section B: Organisational change 
 
Section B of the questionnaire, titled organisational change models addressed changes 
made in the time before the acquisition by S.P. Metal Forgings. It also covered the steps 
which are discussed, and recommendations in the various theoretical approaches 
towards change endeavours. The intention of this particular section of the questionnaire 
was for the respondents to indicate their thoughts and experiences as to the change 
process which was followed at S.P. Metal Forgings Uitenhage. 
 
As this section of the questionnaire included statements which related to the time before 
the company was acquired by S.P. Metal Forgings, respondents who had less than 
three years service with the company were excluded from the analysis. This resulted in 
a sample size of 35 responses being analysed for this section of the questionnaire. 
Table 5.1 below summarises the results of Section B of the questionnaire. The table 
indicates the number of responses for each statement (N), the mean score and the 
standard deviation.  
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Table 5.1: Means and standard deviation scores for Section B 
 
  ORGANISATIONAL CHANGE N MEAN STD 
DEVIATION 
1 Major changes were made in the 3 years before the 
acquisition was made by S.P. Metal Forgings. 
35 2.20 1.2 
2 In the years before the acquisition was made by S.P. 
Metal Forgings, there was a culture of continuous 
improvement. 
35 2.34 1.2 
3 New processes were introduced in the 3 years before 
the acquisition. 
35 2.20 1.1 
4 After the change to S.P. Metal Forgings Uitenhage, a 
desired vision was established. 
35 2.77 1.1 
5 The new vision was communicated to all employees. 35 2.94 1.0 
6 Desired goals were established and communicated. 35 3.14 1.0 
7 Strategies were developed to meet the vision. 35 2.97 1.0 
8 New tools and equipment were provided to achieve 
the desired goals. 
35 3.51 0.8 
9 Since the change to S.P. Metal Forgings Uitenhage, 
new processes have been implemented. 
35 3.74 0.7 
10 Since the change to S.P. Metal Forgings Uitenhage, 
employees have been required to develop new 
competencies and skills. 
35 3.31 0.9 
11 Since the change to S.P. Metal Forgings Uitenhage, 
a culture of continuous improvement has been 
established. 
35 3.23 1.0 
12 Individual departments have been evaluated for the 
identification of potential changes. 
35 2.71 1.0 
13 The entire site was evaluated for the identification of 
potential changes. 
35 3.54 0.9 
14 A team approach was adopted, using employees to 
identify potential changes and improvements. 
35 2.49 0.9 
15 Research was conducted prior to implementing any 
changes. 
35 2.66 1.0 
16 The information gathered from different departments 
was shared amongst all employees. 
35 2.51 1.0 
17 Prior to any change, the results from the data 
analysis were presented and made available to all 
employees. 
35 2.46 0.8 
18 Prior to implementing changes, the needs for the 
changes were discussed with those affected. 
35 2.51 1.0 
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19 Employees had the opportunity to give their thoughts 
and suggestions on the proposed changes. 
35 2.80 1.3 
20 An action plan was put together based on the 
discussions held relating to the proposed change. 
35 2.29 0.9 
21 Comprehensive training was provided, relating to the 
changes. 
35 3.54 1.0 
22 Once the change was introduced, the results 
achieved were discussed with employees involved. 
35 2.57 0.9 
23 Changes made in reporting structures were 
comprehensively communicated. 
35 3.51 1.0 
24 Tasks not adding value to the customer were 
discontinued. 
35 2.97 0.9 
25 Employees were encouraged to push boundaries. 35 3.43 0.9 
26 Changes were made to the Uitenhage site based on 
the success of other sites. 
35 3.43 0.9 
27 Radical changes were made to departments based 
on the success of other departments. 
35 3.14 1.0 
28 A clearly identified change leader was responsible for 
the change effort. 
35 3.06 1.0 
29 A task team was put together to lead the changes 
made. 
35 2.26 0.9 
30 A positive attitude was created towards the changes. 35 2.29 1.0 
31 The objectives of the changes were understood by all 
involved. 
35 3.46 1.0 
32 Achievable time periods were set for the 
implementation of various change efforts. 
35 2.54 1.0 
33 The bigger the change, the more support were 
received by management.  
35 2.29 0.9 
34 Major changes, for example new production lines, 
were implemented in less than a 12 month period. 
35 3.46 1.0 
 
For purposes of analysis, the results obtained were divided into three basic categories. 
These were the combination of strongly agree and agree responses which obtained a 
mean score of between three and a half (3.5) and five (5), neutral responses with a 
mean score between two and a half (2.5) and three and a half (3.5) and finally 
combining disagree and strongly disagree responses with a mean score of between two 
and a half (2.5) and one (1). 
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Statements reflecting mostly strongly agree and agree responses (with a mean score 
between 3.5 and 5) were statements eight (tools and equipment were provided), nine 
(new processes were introduced), 13 (the entire site was evaluated for potential 
changes), 21 (comprehensive training was provided), 23 (changes in reporting 
structures communicated) and 34 (major changes implemented in less than 12 months). 
These responses showed that some planning for change and some change had taken 
place. From the results of statement 21, it is evident that respondents were prepared for 
the changes through receiving comprehensive training. 
 
Disagree and strongly disagree responses (with a mean score between 1 and 2.5) were 
obtained for statements one (major changes were made before acquisition), two (before 
the acquisition a culture of continuous improvement existed) and three (new processes 
were introduced before the acquisition).  These responses showed an organisational 
culture, before the acquisition that was not adaptive or conducive to change.  
 
Disagree and strongly disagree responses were also obtained for statements 14 (a 
team approach was adopted), 29 (a task team led the changes), 30 (a positive attitude 
was created), 33 (the bigger the change, the more support were received), 17 (results 
from data analysis was presented) and 20 (action plans put together based on 
discussions). These responses indicate the lack of a team approach towards the 
change efforts. 
 
The majority of the statements in this section (B4-B7; B10-B12; B15; B16; B18; B19; 
B22; B24-B28; B31; B32 and B34) received neutral responses. These responses 
suggest that respondents were unsure about whether a vision was developed or clearly 
communicated, goals relating to the changes were established and communicated, and 
strategies related to the vision were formulated. These results provided little evidence of 
using existing guidelines for change as presented by Mabey and Mayon-White (1993); 
Kotter (1999); Hunsaker (2001); Brown and Harvey (2006); Hayes (2010) and Robbins 
and Judge (2013). The standard deviations for this section were relatively narrow, with a 
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spread between 0.7 and 1.3, which indicates agreement amongst the respondents in 
terms of their responses to the statements in this section. 
 
Table 5.2 below is a summary of the raw data obtained for Section B. Table 5.2 shows a 
breakdown of the frequency of scores for Section B of the questionnaire. The relevant 
percentage is shown below the frequency of the responses. 
 
Table 5.2: Frequency table for Section B 
 
 
  ORGANISATIONAL CHANGE 
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1 Major changes were made in the 3 
years before the acquisition was made 
by S.P. Metal Forgings. 
11 13 6 3 2 
31.43% 37.14% 17.14% 8.57% 5.71% 
2 In the years before the acquisition was 
made by S.P. Metal Forgings, there 
was a culture of continuous 
improvement. 
10 12 5 7 1 
28.57% 34.29% 14.29% 20.00% 2.86% 
3 New processes were introduced in the 
3 years before the acquisition. 
10 14 7 2 2 
28.57% 40.00% 20.00% 5.71% 5.71% 
4 After the change to S.P. Metal Forgings 
Uitenhage, a desired vision was 
established. 
4 12 9 8 2 
11.43% 34.29% 25.71% 22.86% 5.71% 
5 The new vision was communicated to 
all employees. 
1 13 10 9 2 
2.86% 37.14% 28.57% 25.71% 5.71% 
6 Desired goals were established and 
communicated. 
2 8 9 15 1 
5.71% 22.86% 25.71% 42.86% 2.86% 
7 Strategies were developed to meet the 
vision. 
2 8 11 13 1 
5.71% 22.86% 31.43% 37.14% 2.86% 
8 New tools and equipment were 
provided to achieve the desired goals. 
1 4 11 18 1 
2.86% 11.43% 31.43% 51.43% 2.86% 
9 Since the change to S.P. Metal 
Forgings Uitenhage, new processes 
have been implemented. 
0 2 8 22 3 
0.00% 5.71% 22.86% 62.86% 8.57% 
10 Since the change to S.P. Metal 1 4 10 19 1 
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Forgings Uitenhage, employees have 
been required to develop new 
competencies and skills. 
2.86% 11.43% 28.57% 54.29% 2.86% 
11 Since the change to S.P. Metal 
Forgings Uitenhage, a culture of 
continuous improvement has been 
established. 
2 6 10 16 1 
5.71% 17.14% 28.57% 45.71% 2.86% 
12 Individual departments have been 
evaluated for the identification of 
potential changes. 
2 16 8 8 1 
5.71% 45.71% 22.86% 22.86% 2.86% 
13 The entire site was evaluated for the 
identification of potential changes. 
1 4 7 21 2 
2.86% 11.43% 20.00% 60.00% 5.71% 
14 A team approach was adopted, using 
employees to identify potential changes 
and improvements. 
2 19 10 3 1 
5.71% 54.29% 28.57% 8.57% 2.86% 
15 Research was conducted prior to 
implementing any changes. 
2 18 6 8 1 
5.71% 51.43% 17.14% 22.86% 2.86% 
16 The information gathered from different 
departments was shared amongst all 
employees. 
1 23 5 4 2 
2.86% 65.71% 14.29% 11.43% 5.71% 
17 Prior to any change, the results from 
the data analysis was presented and 
made available to all employees. 
1 22 7 5 0 
2.86% 62.86% 20.00% 14.29% 0.00% 
18 Prior to implementing changes, the 
needs for the changes were discussed 
with those affected. 
2 21 6 4 2 
5.71% 60.00% 17.14% 11.43% 5.71% 
19 Employees had the opportunity to give 
their thoughts and suggestions on the 
proposed changes. 
1 23 5 4 2 
2.86% 65.71% 14.29% 11.43% 5.71% 
20 An action plan was put together based 
on the discussions held relating to the 
proposed change. 
5 19 8 2 1 
14.29% 54.29% 22.86% 5.71% 2.86% 
21 Comprehensive training was provided 
relating to the changes. 
1 5 7 18 4 
2.86% 14.29% 20.00% 51.43% 11.43% 
22 Once the change was introduced, the 
results achieved were discussed with 
employees involved. 
2 19 7 6 1 
5.71% 54.29% 20.00% 17.14% 2.86% 
23 Changes made in reporting structures 
were comprehensively communicated. 
2 4 6 20 3 
5.71% 11.43% 17.14% 57.14% 8.57% 
24 Tasks not adding value to the customer 
were discontinued. 
0 14 9 11 1 
0.00% 40.00% 25.71% 31.43% 2.86% 
25 Employees were encouraged to push 
boundaries. 
1 4 10 19 1 
2.86% 11.43% 28.57% 54.29% 2.86% 
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26 Changes were made to the Uitenhage 
site based on the success of other 
sites. 
0 7 7 20 1 
0.00% 20.00% 20.00% 57.14% 2.86% 
27 Radical changes were made to 
departments based on the success of 
other departments. 
1 11 6 16 1 
2.86% 31.43% 17.14% 45.71% 2.86% 
28 A clearly identified change leader was 
responsible for the change effort. 
2 10 8 14 1 
5.71% 28.57% 22.86% 40.00% 2.86% 
29 A task team was put together to lead 
the changes made. 
5 18 7 4 1 
14.29% 51.43% 20.00% 11.43% 2.86% 
30 A positive attitude was created towards 
the changes. 
6 19 5 4 1 
17.14% 54.29% 14.29% 11.43% 2.86% 
31 The objectives of the changes were 
understood by all involved. 
1 5 9 17 3 
2.86% 14.29% 25.71% 48.57% 8.57% 
32 Achievable time periods were set for 
the implementation of various change 
efforts. 
3 18 6 8 0 
8.57% 51.43% 17.14% 22.86% 0.00% 
33 The bigger the change, the more 
support were received by 
management. 
3 24 4 3 1 
8.57% 68.57% 11.43% 8.57% 2.86% 
34 Major changes, for example new 
production lines, were implemented in 
less than a 12 month period. 
2 5 5 21 2 
5.71% 14.29% 14.29% 60.00% 5.71% 
 
When a comparison is made between Table 5.2 (raw scores and percentages) and 
Table 5.1 (mean scores), it is evident that there were some statements that received  
mean scores showing a tendency towards neutral, while looking at the raw scores and 
percentages the majority of responses showed a tendency towards either 
agree/strongly agree or disagree/strongly disagree. 
For example, while statement 15 (research was conducted before change) obtained a 
mean score of 2.66 and showing a tendency towards neutral, the raw scores showed 
that 57.14 percent of the respondents gave combined strongly disagree and disagree 
responses. Statement 16 (information gathered from different departments was shared 
amongst all employees) is a similar case, with a mean score of 2.51 but showing 
combined strongly disagree and disagree responses of 68.57 percent. Therefore, 
considering the raw data, it becomes evident that most respondents did not know about 
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research that was conducted before the change and that they also believed information 
was not widely shared in the organisation.  Responses to statements 18 and 19 are also 
indicative of little communication and involvement of employees in the change process. 
The conclusion is that respondents were divided about the change strategies that were 
adopted which gave the statements mean scores with a central tendency.  One could 
therefore also conclude that there was room in this organisation for improving their 
approaches to change. The relatively low standard deviation scores as shown in Table 
5.1 was therefore a consequence of responses spread out between disagree, neutral 
and agree. Though it appears as if there was clearly a need for change as the company 
had become stagnant over time, the results of Section B indicate that the manner which 
organisational change was introduced at S.P. Metal Forgings Uitenhage could have 
been improved. Respondents were not clear about the vision and strategy of the 
company. The respondents felt that, although the site was evaluated to identify change 
needs, departments were not involved and that a team approach was not followed.  
They also felt that adequate support was not provided during the change process. They 
mostly agreed that structural changes did take place, new processes and production 
lines were introduced and employees received training. Communication was lacking 
throughout the process. Through the adoption of a recognised change model and 
allowing the change model to drive the changes, a difference could have been 
experienced in the outcomes of the changes.   
 
5.2.2 Section C: Change outcomes 
 
Section C of the questionnaire titled change outcomes, relates to achieving the desired 
goals and the ability to meet these goals in the future. The section of the questionnaire 
contains statements relating to quality, efficiency, compliance, customer satisfaction, 
employee competency and satisfaction, as well as general competitiveness and 
sustainability. As discussed in chapter three under the outcomes of organisational 
change, the influencing factors found to be pertinent to organisational change (Hiatt & 
Creasey, 2003) are addressed. Along with this the theories of Hoffman et al (2005), 
Brown and Harvey (2006) and Robbins and Judge (2013) which were discussed in 
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chapter three, are also referred to. The intention for this particular section of the 
questionnaire was to evaluate the respondents’ thoughts and perceptions of the 
organisational changes that took place. Table 5.3 below shows the response rate, mean 
scores and the standard deviation of the responses received for Section C. 
 
Table 5.3: Means and standard deviation scores for Section C  
 
 
OUTCOMES OF CHANGE N MEAN STD 
DEVIATION 
1 An increase in production quantities has been 
experienced. 
62 3.82 1.0 
2 The Overall Equipment Efficiency (OEE) has improved. 62 3.60 1.1 
3 An improvement in production quality has been 
experienced. 
62 3.03 1.3 
4 The number of customer complaints has reduced. 62 3.71 1.0 
5 New equipment is being used for its intended purpose. 62 4.00 0.8 
6 New processes and procedures are being adhered to. 62 3.76 0.9 
7 S.P. Metal Forgings Uitenhage is in a position to react to 
global pressures. 
62 2.63 1.1 
8 S.P. Metal Forgings Uitenhage is in a position to 
compete globally. 
62 2.53 1.1 
9 Post the changes, the organisation is now sustainable. 62 3.02 1.1 
10 Employees are better trained and more competent. 62 2.76 0.9 
11 Employees feel more committed to the organisation. 62 2.85 1.1 
12 Employees feel proud to work for S.P. Metal Forgings.  62 2.47 0.9 
 
Table 5.3 above summarises the result for Section C of the questionnaire. The table 
indicates the number of responses for each statement (N), the mean score and the 
standard deviation. 
 
For purposes of analysis, the results obtained were divided into three basic categories. 
These were the combination of strongly agree and agree responses which obtained an 
mean score of between three and a half (3.5) and five (5), neutral responses with a 
mean score between two and a half (2.5) and three and a half (3.5) and finally 
combining disagree and strongly disagree responses with a mean score of between two 
and a half (2.5) and one (1). 
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The results which reflected agree responses (between 3.5 and 5) were for statements 
one (increase in production quantities) and two (improved overall equipment efficiency). 
These responses showed that a positive change had been experienced in the 
production environment and an increased production rate was noted. 
 
Statement four (reduced customer complaints) showed a tendency towards agree 
response and indicates that the customers’ satisfaction level had increased. In the 
context of this company, it could therefore be deduced that production parts received by 
the customer not conforming to quantity or quality standards had been reduced due to 
internal initiatives. 
 
Statement five (new equipment used for intended purpose) and six (new processes and 
procedures are being adhered to) indicated agree responses. For this to be true, 
planning would have been considered prior to the implantation of equipment and the 
related processes. Time would have been dedicated to training the individuals affected 
by the new or revised processes. 
 
Statement 12 (employees feel proud to work for S.P. Metal Forgings Uitenhage) was 
the only statement that obtained a disagree response (between 1 and 2.5). This showed 
that the respondents did not feel proud of the organisation for which they worked. 
 
Neutral responses (between 2.5 and 3.5) were obtained for 50 percent of the 
statements for Section C. Statement three (improved production quality) showed that 
the respondents felt that the quality of the produced components had not improved. 
 
Statements seven (in a position to react to global pressures), eight (position to compete 
globally) and nine (organisation is now sustainable), revealed neutral responses and, 
showed that the respondents felt that the organisation was not in a position to be 
considered globally competitive and therefore not sustainable. 
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Statement ten (better trained and more competent) obtained a mean score reflecting a 
neutral response and indicated that the respondents felt the level of training had not 
improved but rather maintained and hence the competency levels have not increased. 
 
Lastly statement 11 (more commitment to the organisation) also obtained a mean score 
indicative of neutral responses.  Therefore the respondents did not feel committed to the 
organisation. This statement can be associated with the negative response which is 
evident to statement 12 (employees feel proud to work for S.P. Metal Forgings 
Uitenhage). 
 
The standard deviations for this section fell within a narrow band, with a spread 
between 0.8 and 1.3, which indicates agreement among the respondents in terms of 
their responses to the statements in this section. Table 5.4 below is a summary of the 
raw data obtained for Section C 
 
Table 5.4: Frequency table for Section C 
Table 5.4 below shows a breakdown of the frequency of scores for Section B of the 
questionnaire. The relevant percentage is shown below the frequency of the responses. 
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1 An increase in production quantities 
has been experienced. 
2 5 9 32 14 
3.23% 8.06% 14.52% 51.61% 22.58% 
2 The Overall Equipment Efficiency 
(OEE) has improved. 
3 7 13 28 11 
4.84% 11.29% 20.97% 45.16% 17.74% 
3 An improvement in production quality 
has been experienced. 
6 21 9 17 9 
9.68% 33.87% 14.52% 27.42% 14.52% 
4 The number of customer complaints 
has reduced. 
2 6 12 30 12 
3.23% 9.68% 19.35% 48.39% 19.35% 
5 New equipment is being used for its 
intended purpose. 
1 3 3 43 12 
1.61% 4.84% 4.84% 69.35% 19.35% 
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6 New processes and procedures are 
being adhered to. 
2 5 8 38 9 
3.23% 8.06% 12.90% 61.29% 14.52% 
7 S.P. Metal Forgings Uitenhage is in a 
position to react to global pressures. 
7 28 14 7 6 
11.29% 45.16% 22.58% 11.29% 9.68% 
8 S.P. Metal Forgings Uitenhage is in a 
position to compete globally. 
5 37 8 6 6 
8.06% 59.68% 12.90% 9.68% 9.68% 
9 Post the changes, the organisation is 
now sustainable. 
4 19 14 22 3 
6.45% 30.65% 22.58% 35.48% 4.84% 
10 Employees are better trained and 
more competent. 
3 24 21 13 1 
4.84% 38.71% 33.87% 20.97% 1.61% 
11 Employees feel more committed to the 
organisation. 
4 28 6 21 3 
6.45% 45.16% 9.68% 33.87% 4.84% 
12 Employees feel proud to work for S.P. 
Metal Forgings. 
5 32 17 7 1 
8.06% 51.61% 27.42% 11.29% 1.61% 
 
When a comparison is made between Table 5.4 (raw scores and percentages) and 
Table 5.3 (mean scores), it is evident that there were some statements that received  
mean scores showing a tendency towards neutral, while looking at the raw scores and 
percentages the majority of responses showed a tendency towards either 
agree/strongly agree or disagree/strongly disagree. 
For example, while statement three (improved production quality) obtained a mean 
score of 3.03 and showing a tendency towards neutral, the raw scores show that 43.56 
percent of the respondents gave combined strongly disagree and disagree responses 
and 41.94 percent of the respondents indicated agree and strongly agree responses. In 
this case, the responses are almost equally spread between agree and disagree.  
Statements seven (in a position to react to global pressures), eight (position to compete 
globally) and nine (organisation is now sustainable) obtained mean scores of 2.63, 2.53 
and 3.02 respectively. However when the data in Table 5.4 is considered it can be seen 
that 54.45 percent and 67.74 percent of respondents to statement seven and statement 
eight respectively indicated combined strongly disagree/disagree responses. For 
statement nine 40.32 percent of the respondents indicated agree and strongly agree 
responses. 
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Statement ten (better trained and more competent) obtained a mean score reflecting a 
neutral response, however 43.55 percent of the respondents indicated disagree and 
strongly disagree combined. Statement 11 (more commitment to the organisation) also 
obtained a mean score indicative of neutral responses but it can be noted that 51.61 
percent of respondents indicated disagree or strongly disagree responses. Therefore 
considering the raw data, it is evident that the respondents do not have a clear 
understanding of the quality of the items being produced. 
 
Statements seven (in a position to react to global pressures) and eight (position to 
compete globally) reflect negative responses but statement nine (organisation is now 
sustainable) resulted in the majority of respondents indicating that the company is 
sustainable. This may be a short term view with the current projects in place. It can be 
noted that 37.1 percent of respondents indicated disagree and strongly disagree 
responses to statement nine. The 37.1 percent of respondents to statement nine may 
be taking a long term view and looking beyond the current situation. 
 
Statement ten (better trained and more competent) showed that respondents are of the 
opinion that they are not competent in their work. 
Statement 11 (more commitment to the organisation) which had obtained a neutral 
response, showed that the majority of respondents indicated that they did not feel a 
greater level of commitment to the organisation. 
However there was a wide spread of responses to the various statements which gave 
these statements mean scores with a central tendency and which is also indicative that 
the respondents have mixed feelings regarding the changes and the success of these 
changes. The relatively low standard deviation scores, as shown in Table 5.3, was 
therefore consequence of responses spread out between disagree, neutral and agree.  
In conclusion, the results to this section showed that the efficiency (quality, utilisation of 
machinery) and customer satisfaction (less complaints) have been improved, but that 
quality and global competitiveness levels are still questionable.  In addition, the results 
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showed that employee training and competency levels, as well as their satisfaction and 
commitment to the organisation needed greater levels of attention.  
5.2.3  Section D: Organisational culture 
 
Section D of the questionnaire comprised of statements referring to the organisational 
culture that had evolved since the acquisition was made by S.P. Metal Forgings. The 
intention for this particular section of the questionnaire was to evaluate the respondents’ 
thoughts and perceptions of the culture which was present at S.P. Metal Forgings 
Uitenhage at the time the study was conducted. Statements related to relationships 
between respondents and management, the attitude of respondents and the 
development of a new organisational culture. Table 5.5 below, shows the response rate, 
mean scores and the standard deviation of the responses received for Section D. 
 
Table 5.5: Means and standard deviation scores for Section D 
CULTURE N MEAN STD 
DEVIATION 
1 Since the acquisition by S.P. Metal Forgings, the 
relationship between employees and management has 
improved. 
62 2.45 1.0 
2 Employees are valued in the organisation. 62 2.11 0.7 
3 Employees feel driven to make a difference in the work 
place. 
62 2.44 0.8 
4 The general atmosphere on site has improved. 62 3.10 1.0 
5 Employees are empowered. 62 2.74 0.9 
6 When new opportunities become available, they are 
offered to current employees prior to looking for an 
external appointment. 
62 3.48 0.9 
7 Customer satisfaction is regarded as important. 62 3.79 0.8 
8 The organisation values the community. 62 2.74 1.0 
9 The organisation communicates timely to all employees. 62 2.44 0.9 
10 Employees have access to relevant information. 62 2.56 1.0 
11 The success of individuals is recognized. 62 2.03 0.7 
12 Team achievements are recognized and rewarded. 62 2.08 0.7 
13 The current culture encourages change. 62 2.56 1.0 
14 New ideas and concepts are discussed. 62 2.10 0.7 
15 Respect is shown for a diverse range of opinions, ideas 
and people. 
62 2.32 0.9 
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Table 5.5 above summarises the results for Section D of the questionnaire. The table 
indicates the number of responses for each statement (N), the mean score and the 
standard deviation. 
 
For sake of interpretation, the results obtained were divided into three basic categories. 
These were the combination of strongly agree and agree responses which obtained an 
mean score of between three and a half (3.5) and five (5), neutral responses with a 
mean score between two and a half (2.5) and three and a half (3.5) and finally 
combining disagree and strongly disagree responses with a mean score of between two 
and a half (2.5) and one (1). 
 
The summary of the results obtained from the questionnaire indicated one agree 
response (between 3.5 and 5) which was statement number seven (customer 
satisfaction is regarded as important). This showed that focus was being placed on the 
customer’s needs. This result is congruent with the result obtained from Section C 
statement four (customers’ complaints have been reduced).  
 
Statement one (improved relationship between employees and management) obtained 
a disagree response (between 1 and 2.5). This showed that the respondents were of 
the opinion that the relationship between management and the employees had not 
improved. This was an area of concern as the respondents would not trust the 
management and would not feel that they are acting for the greater good of the 
organisation, which was also confirmed by the response to statement C11 which was 
that employee commitment did not increase. 
 
Further disagree responses were obtained for statements two (employees feel valued) 
and three (employees feel driven to make a difference). As the respondents indicated 
that they did not feel valued, they would not have felt driven and would not strive to 
make a difference. This may be related to the result which was obtained for statement 
one (improved relationship between employees and management), which indicated that 
respondents were of the opinion that the relationship between management and the 
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employees had not improved. Once the respondents felt that an improved relationship 
between management and them was beginning to develop, the respondents may begin 
to feel more valued and their motivation levels would possibly begin to increase. 
 
Statement nine (organisation communicates timorously) resulted in a disagree 
response. Once again this may contribute to the fact that the respondents did not feel 
that an improved relationship between themselves and management had begun to 
develop. The respondents felt that they were made aware of actions late in the process 
or close to the actions taken place.  
 
Statement 11 (the success of individuals is recognized) and statement 12 (recognition 
and reward of team achievements) obtained a disagree response. The respondents felt 
that they are not been acknowledged and rewarded for their success and achieving 
objectives. This would once again have a negative influence on the relationship 
between management and the respondents. When the respondents feel that they are 
being acknowledge and rewarded for successes they will begin to feel more valued and 
once they feel valued they will begin to be more motivated and more driven to make a 
difference in the workplace.  
 
Statements 14 (ideas and concepts are discussed) and 15 (respect is shown for a range 
of opinions, ideas and people) obtained results which reflected disagreement.  This 
indicated that the respondents felt that ideas and concepts were not discussed and this 
reflected a lack of respect for opinions and ideas of people. 
 
Section D of the questionnaire obtained six results which reflect as neutral (between 2.5 
and 3.5). Neutral responses were obtained for statements four (improved atmosphere 
on site) and 13 (current culture encourages change). These results showed that the 
general atmosphere and culture of the organisation had not experienced a significant 
change. 
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Statements five (employees are empowered) and six (opportunities offered to current 
employees before looking externally) also showed mostly neutral responses. These 
results indicated that the respondents felt that they are not more empowered after the 
changes and that the potential for individuals to grow and develop within the business 
had not increased. 
 
Statement eight (organisation values the community) also obtained mostly neutral 
responses. The respondents felt that the broader community was not valued by the 
organisation.  
 
Mostly neutral response were obtained for statement ten (access to relevant 
information), which reflects that the respondents felt that information which was relevant 
to them was not accessible. 
 
Section D, of the questionnaire revealed a narrow distribution of the standard deviation, 
ranging between 0.7 and 1.0. This shows consistency in the way the respondents 
responded to the statements. Table 5.6 below is a summary of the raw data obtained for 
Section D. 
 
Table 5.6: Frequency table for Section D 
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1 Since the acquisition by S.P. Metal 
Forgings, the relationship between 
employees and management has 
improved. 
6 34 12 8 2 
9.68% 54.84% 19.35% 12.90% 3.23% 
2 Employees are valued in the 
organisation. 
8 42 9 3 0 
12.90% 67.74% 14.52% 4.84% 0.00% 
3 Employees feel driven to make a 
difference in the work place. 
6 31 17 8 0 
9.68% 50.00% 27.42% 12.90% 0.00% 
4 The general atmosphere on site has 3 18 14 24 3 
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improved. 4.84% 29.03% 22.58% 38.71% 4.84% 
5 Employees are empowered. 4 22 24 10 2 
6.45% 35.48% 38.71% 16.13% 3.23% 
6 When new opportunities become 
available, they are offered to current 
employees prior to looking for an 
external appointment. 
2 6 18 32 4 
3.23% 9.68% 29.03% 51.61% 6.45% 
7 Customer satisfaction is regarded as 
important. 
2 3 8 42 7 
3.23% 4.84% 12.90% 67.74% 11.29% 
8 The organisation values the 
community. 
3 26 21 8 4 
4.84% 41.94% 33.87% 12.90% 6.45% 
9 The organisation communicates timely 
to all employees. 
6 32 17 5 2 
9.68% 51.61% 27.42% 8.06% 3.23% 
10 Employees have access to relevant 
information. 
4 34 10 13 1 
6.45% 54.84% 16.13% 20.97% 1.61% 
11 The success of individuals is 
recognized. 
11 42 6 2 1 
17.74% 67.74% 9.68% 3.23% 1.61% 
12 Team achievements are recognized 
and rewarded. 
9 43 7 2 1 
14.52% 69.35% 11.29% 3.23% 1.61% 
13 The current culture encourages 
change. 
6 32 9 13 2 
9.68% 51.61% 14.52% 20.97% 3.23% 
14 New ideas and concepts are discussed. 9 42 8 2 1 
14.52% 67.74% 12.90% 3.23% 1.61% 
15 Respect is shown for a diverse range of 
opinions, ideas and people. 
7 38 9 6 2 
11.29% 61.29% 14.52% 9.68% 3.23% 
 
Table 5.6 above shows a breakdown of the frequency of scores for Section D of the 
questionnaire. The relevant percentage is shown below the frequency of the responses. 
When a comparison is made between Table 5.6 (raw scores and percentages) and 
Table 5.5 (mean scores), it is evident that there were some statements that received  
mean scores showing a tendency towards neutral, while looking at the raw scores and 
percentages, the majority of responses showed a tendency towards either 
agree/strongly agree or disagree/strongly disagree. 
For example, while statement four (improved atmosphere on site) obtained a mean 
score of 3.10 and showed a tendency towards neutral, the raw scores showed that 
43.55 percent of the respondents gave combined strongly agree and agree responses. 
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Statement 10 (employees have access to relevant information) obtained a mean score 
of 2.56 showing neutral tendency, however 61.29 percent of respondents gave an either 
a strongly disagree and disagree response.  
Statements five (employees are empowered) obtained a mean score of 2.74 reflecting a 
neutral tendency. When the data from Table 5.6 is considered it can be seen that 41.93 
percent of the respondents indicated either disagree or strongly disagree.  Statement  
six (opportunities offered to current employees before looking externally) is a similar 
case, with a mean scores of 3.48 but showing combined strongly agree and agree 
responses of 58.06 percent.  
Statement eight (organisation values the community) obtained a mean score of 2.74 but 
46.78 percent of respondents indicated that they either disagree or strongly disagree. 
Another example is statement ten (access to relevant information) which obtained a 
neutral response with a mean score of 2.56, but from the table above it can be seen that 
the majority of respondents, 61.29 percent, indicated they either disagree or strongly 
disagree. 
Lastly statement 13 (current culture encourages change) obtained average responses 
of neutrality but it can be seen that 61.29 percent of respondents indicated disagree or 
strongly disagree responses. 
Therefore, considering the raw data, it becomes evident that most respondents do not 
feel empowered and are of the opinion that they cannot make a difference in the work 
place. An analysis of the mean scores and standard deviations, as well as raw scores 
and percentages, revealed that there was a wide spread of responses to the various 
statements which gave these statements mean scores with a central tendency and is 
also indicative that there was opportunity in this organisation for improving the 
organisational culture. The relatively low standard deviation scores as shown in Table 
5.5 was therefore a consequence of the responses spread out between disagree, 
neutral and agree.  
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In summary considering the results of Section D, at the time of conducting the study the 
culture of S.P. Metal Forgings Uitenhage could be described as one where employees 
and teams did not feel valued, driven, empowered or recognised.  Communication also 
seemed to be perceived as inadequate.  There was a focus on the needs of customers, 
but it appeared that innovation and creativity was not fostered.   
 
As previously discussed Lobe (2005: 25) stated that discharged and disempowered 
employees do not drive an enterprise to become a top performing organisation within 
the global economic environment. Lobe continued to state that for major internal change 
to take place the majority of the employees within the organisation, or subdivision, need 
to participate and believe in the changes. The typical workforce will only participate in 
the exercise if they are empowered. 
  
In conclusion an analysis of the mean scores and standard deviations, as well as raw 
scores and percentages revealed that the manner in which change was introduced into 
S.P. Metal Forgings Uitenhage could have been improved. The changes were felt to be 
unsuccessful and did not allow the organisation to meet its potential. Lastly the culture 
of the organisation did not allow the employees to feel valued, driven, empowered or 
recognised.  
 
In the following section, the maximum, minimum and aggregate means and standard 
deviations scores obtained in the above sections, are presented and discussed. This 
enables the identification of extreme results.  
 
5.2.4  Maximum, minimum and aggregate values  
 
In this section the maximum, minimum and aggregate means and standard deviations 
scores obtained in the above sections are presented and discussed.  
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5.2.4.1 Maximum, minimum and aggregate values for Section B  
 
Table 5.7 below presents the maximum, minimum and aggregate values for responses 
obtained for Section B of the questionnaire. 
 
Table 5.7: Maximum, minimum and aggregate values obtained for Section B 
MEASURE STATEMENT 
NUMBER 
STATEMENT MEAN 
RESPONSE 
STD 
DEVIATION 
MAX 
Response 9 
Since the change to S.P. Metal 
Forgings Uitenhage, new 
processes have been 
implemented 
3.74 0.7 
MIN 
response 1 
Major changes were made in 
the 3 years before the 
acquisition was made by S.P. 
Metal Forgings 
2.20 1.2 
 
Aggregate mean score for the section 
 
2.89 
 
MAX STD. 
Deviation 19 
Employees had the opportunity 
to give their thoughts and 
suggestions on the proposed 
changes 
2.80 1.3 
MIN STD. 
Deviation 9 
Since the change to S.P. Metal 
Forgings Uitenhage, new 
processes have been 
implemented 
3.74 0.7 
 
Aggregate standard deviation for the section 
 
1.0 
 
The results reflected in Table 5.7 show that changes were made after the acquisition 
and that the respondents consistently agreed that new processes were implemented. 
There was more inconsistency in the responses related to statement 19 (employees 
had the opportunity to give thoughts and suggestions). When referring back to Table 5.2 
it is evident that 65.71 percent of the respondents disagreed on this statement, but that 
the rest of the respondents were quite inconsistent in their responses to this statement. 
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The aggregate mean score for this section is 2.89, indicating overall neutral responses 
and therefore does not add much value to the analysis.  
5.2.4.2 Maximum, minimum and aggregate values for Section C 
 
Table 5.8: Maximum, minimum and aggregate values obtained for Section C 
MEASURE STATEMENT 
NUMBER 
STATEMENT MEAN 
RESPONSE 
STD  
DEVIATION 
MAX 
Response 5 
New equipment is being 
used for its intended 
purpose 
4.00 0.8 
MIN 
response 12 
Employees feel proud to 
work for S.P. Metal 
Forgings 
2.47 0.9 
 
Aggregate mean score for the section 
 
3.18 
 
MAX STD. 
Deviation 3 
An improvement in 
production quality has 
been experienced 
3.03 1.3 
MIN STD. 
Deviation 5 
New equipment is being 
used for its intended 
purpose 
4.00 0.8 
 
Aggregate standard deviation for the section 
 
1.0 
 
The results reflected in Table 5.8 show that new equipment is being used for its 
intended purposes. When referred back to Table 5.4 statement five (new equipment 
being used for its intended purposes) also obtained the lowest standard deviation. 
There was more inconsistency noted in the responses relating to statement three 
(improvement in production quality). The aggregate mean score for this section is 3.18, 
indicating overall neutral responses and therefore not adding much value to the 
analysis. 
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5.2.4.3 Maximum, minimum and aggregate values for Section D 
 
Table 5.9: Maximum, minimum and aggregate values obtained for Section D 
MEASURE STATEMENT 
NUMBER 
STATEMENT MEAN 
RESPONSE 
MEAN STD 
DEVIATION 
MAX 
Response 7 
Customer satisfaction is 
regarded as important 3.79 0.8 
MIN 
response 11 
The success of individuals 
is recognized 2.03 0.7 
 
Aggregate mean score for the section 
 
2.60 
 
 MAX STD. 
Deviation 4 
The general atmosphere 
on site has improved 3.10 1.0 
MIN STD. 
Deviation 2 
Employees are valued in 
the organisation 2.11 0.7 
 
Aggregate standard deviation for the section 
 
0.9 
 
The results reflected in Table 5.9 show that customer satisfaction is considered as 
important. It can also be seen that the respondents feel that the success of individuals is 
not recognised. Statement four (the general atmosphere on site has improved) was the 
statement with the most consistent answers. The aggregate mean score for Section D is 
2.60, indicating overall neutral responses and therefore not adding much value to the 
analysis.  
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5.2.4.4 Comparison of minimum and maximum aggregate scores and standard    
deviations for Sections B, C and D of the questionnaire 
 
Table 5.10 below shows the maximum, minimum and the aggregate responses 
obtained by the questionnaire. 
 
 
Table 5.10: A summary of maximum and minimum scores for all the sections 
MEASURE STATEMENT 
NUMBER 
STATEMENT MEAN 
RESPONSE 
STD. 
DEVIATION 
 B: CHANGE MODELS 
MAX 
Response 9 
Since the change to S.P. 
Metal Forgings Uitenhage, 
new processes have been 
implemented 
3.74 0.7 
MIN 
response 1 
Major changes were made in 
the 3 years before the 
acquisition was made by S.P. 
Metal Forgings 
2.20 1.2 
Aggregate response 2.89 
 C: CHANGE OUTCOMES 
MAX 
Response 5 
New equipment is being used 
for its intended purpose 4.00 0.8 
MIN 
response 12 
Employees feel proud to work 
for S.P. Metal Forgings 2.47 0.9 
Aggregate response 3.18 
 D: ORGANISATIONAL CULTURE 
MAX 
Response 7 
Customer satisfaction is 
regarded as important 3.79 0.8 
MIN 
response 11 
The success of individuals is 
recognized 2.03 0.7 
Aggregate response 2.60 
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The results reflected in Table 5.10 above, confirm that changes did take place as a 
result of the acquisition, that most change were seen in the installation of new 
equipment and that customer satisfaction is a priority.  However, it seems that change 
did not result in employees feeling proud to work for the company or that they felt 
recognised. These are therefore areas that should receive attention by the management 
of the company.  
 
5.2.4.5 Comparison of the standard deviations 
 
Table 5.11 below shows the maximum, minimum and the aggregate standard deviation 
obtained by the questionnaire. 
 
Table 5.11: A summary highlighting maximum, minimum and aggregate standard 
deviation obtained by the questionnaire 
MEASURE STATEMENT 
NUMBER 
STATEMENT MEAN 
RESPONSE 
STD.DEVIAT
ION 
B: CHANGE MODELS 
MAX STD. 
Deviation 19 
Employees had the opportunity 
to give their thoughts and 
suggestions on the proposed 
changes 
2.80 1.3 
MIN STD. 
Deviation 9 
Since the change to S.P. Metal 
Forgings Uitenhage, new 
processes have been 
implemented 
3.74 0.7 
Aggregate standard deviation 1.0 
   C: CHANGE OUTCOMES 
MEASURE STATMENT STATEMENT MEAN RESPONSE 
STD. 
DEVIATION 
MAX STD. 
Deviation 3 
An improvement in production 
quality has been experienced 3.03 1.3 
MIN STD. 
Deviation 5 
New equipment is being used 
for its intended purpose 4.00 0.8 
Aggregate standard deviation 1.0 
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D: ORGANISATIONAL CULTURE 
MEASURE STATMENT STATEMENT MEAN RESPONSE 
STD. 
DEVIATION 
MAX STD. 
Deviation 4 
The general atmosphere on 
site has improved 3.10 1.0 
MIN STD. 
Deviation 2 
Employees are valued in the 
organization 2.11 0.7 
Aggregate standard deviation 0.9 
 
The results shown in Table 5.11 above reflect the maximum, minimum and the average 
standard deviation calculated for each of the sections of the questionnaire. What can be 
noted in Table 5.11 above is the narrow band of the average standard deviation of the 
various sections of the questionnaire. The average deviation deviates by just 0.1 
showing consistency in the responses. 
These marginal deviations of the various sections of the questionnaire which addressed 
the changes made within the organisation, indicate the wide spread of responses 
returned by the respondents and the tendency for the means to approach a neutral 
opinion. 
In this section the different categories of the questionnaire have been addressed and 
the similarities in the responses have been discussed.  
 
5.3  CONCLUDING REMARKS 
 
The aim for this chapter was to assist in resolving the sub problems two, three and four. 
 
Sub-problem two: 
To what extent were the guidelines for organisational change followed by S.P. Metal 
Forgings Uitenhage? 
 
Sub-problem three: 
What are the desired outcomes associated with the organisational change in general, 
and as implemented at S.P. Metal Forgings Uitenhage? 
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Sub-problem four: 
What are the key aspects of the current culture at S.P. Metal Forgings Uitenhage? 
 
 
This was carried out by tabulating the results obtain from the administered 
questionnaire. The results were summarised and discussed. The extent to which the 
guidelines for organisational change were followed was discussed. It was concluded 
that the manner in which organisational change was introduced at S.P. Metal Forgings 
Uitenhage could have been improved. Communication was clearly lacking throughout 
the process. Through the adoption of a recognised change model and allowing the 
change model to drive the changes a vast difference could have been experienced in 
the outcomes of the changes.   
 
The results from Section C (outcomes of change) of the questionnaire revealed that the 
respondents felt that the changes made had not been adequately introduced and have 
not allowed the full potential of the production facility to be realised.  
The results to Section D, revealed the culture of S.P. Metal Forgings Uitenhage as one 
where employees and teams did not feel valued, driven, empowered or recognised.  
Communication also seemed to be perceived as inadequate.  There was a focus on the 
needs of customers, but it appeared that innovation and creativity were not fostered.   
 
Chapter 6 will further examine the significance of the findings discussed in this chapter. 
Furthermore conclusions will be drawn as to the relevance of these findings. Finally this 
chapter will cover problems and limitations encountered during the research. 
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CHAPTER SIX 
 
CONCLUSION AND RECOMMENDATIONS 
 
6.1  INTRODUCTION 
 
In the previous chapter, the results returned from the questionnaire were analyzed and 
interpreted. The empirical study focused on the extent to which theoretical guidelines 
were followed during the change process at S.P. Metal Forgings Uitenhage, the 
outcomes of the change and the organisational culture. The purpose of the change was 
to make the company leaner and more competitive after the acquisition. 
 
In this final chapter, the significance of the findings is discussed in relation to the main 
problem and the sub-problems as stated in chapter one. Conclusions are drawn and 
recommendations provided. Lastly the possibility for further research is presented. 
 
6.2 ADDRESSING THE MAIN AND SUB-PROBLEMS 
 
This section illustrates how the study assisted in addressing the main and the sub-
problems which were outlined in chapter one. 
 
To reiterate, the main and sub-problems of the study were as follows: 
 
Main problem: 
How was organisational change implemented at S.P. Metal Forgings Uitenhage, what 
were the outcomes of the change and the effect on organisational culture? 
 
An analysis of the main problem allowed for the identification of four sub-problems: 
 
Sub-problem one: 
What guidelines are presented in the theory for managing organisational change?  
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This sub-problem was addressed by means of a literature study which was presented in 
chapters two and three. The literature study presented in chapter two focused on the 
internal and external driving forces of change and the various change models as 
presented by Mabey and Mayon-White (1993); Kotter (1999); Commings and Worley 
(2001); Hunsaker (2001); Brown and Harvey (2006); Hayes (2010) and Robbins and 
Judge (2013). Chapter three focused on the factors influencing the success of change, 
the various forms of resistance which may be experienced, the opportunities to 
empower employees and the potential change outcomes which may be experienced. 
 
The literature study revealed that a common entity amongst the change models is that a 
conscious decision is required to reach a desired objective. All the models imply that 
careful planning and analysis are crucial for successful change. The change models are 
academic in nature and have been developed through scientific means. 
 
The outcomes of organisational change were found to be influenced predominantly by 
five points. These are: 
• Active participation and involvement from senior management. 
• Buy-in from the line managers, foreman and employees. 
• Continuous communication throughout the project. 
• A well-equipped, experienced team of individuals who have maintained a good 
internal working relationship and who are well networked into the organisation. 
• A well planned and organized approach which has be developed to suit the type 
of change being introduced. 
 
It was noted that organisational change endeavours are typically associated with 
addressing the following outcomes: 
• Quality. 
• Performance. 
• Customer satisfaction. 
• Employee satisfaction. 
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It was seen that organisational culture plays a significant role in the manner in which the 
organisation operates. Organisational change often implies a change in culture. Culture 
affects the way in which actions are carried out and the approach which is adopted 
towards employees. During times of change it is important to consider the current 
organisational culture and the extent to which it supports organisational vision and 
goals. The culture of an organisation can have a significant influence towards the 
outcomes of organisational development.  
 
To supplement the theoretical study, an interview was conducted with Mr Ken Manners, 
the managing director of S.P. Metal Forgings Uitenhage. The interview revealed that the 
primary driver for the introduction of change was the fact that the site was no longer 
profitable. The majority of the new technology was introduced as a result of being 
awarded new business. 
 
The manner in which the changes were made at the company showed signs of both 
action research and re-engineering models. From the interview it was also clear that the 
changes made were introduced with great haste and under immense pressure.  
 
Sub-problem two: 
To what extent were the guidelines for organisational change followed by S.P. Metal 
Forgings Uitenhage? 
 
This sub-problem was addressed by means of an empirical study. A survey, with a 
questionnaire as a data collection tool, was conducted at S.P. Metal Forgings Uitenhage 
among 62 organisational members, ranging from machine operators to departmental 
managers. Section B of the survey focused on the change strategies used at S.P. Metal 
Forgings Uitenhage. The results revealed that that the respondents were divided about 
the change strategies that were adopted.  
Although it appears as if there was clearly a need for change as the company had 
become stagnant over time, the results of Section B indicated that the manner in which 
organisational change was introduced at S.P. Metal Forgings Uitenhage could have 
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been improved. Respondents were not clear about the vision and strategy of the 
company. The respondents felt that, although the site was evaluated to identify change 
needs, departments were not involved and that a team approach was not followed.  
They also felt that adequate support was not provided during the change process. They 
mostly agreed that structural changes did take place, new processes and production 
lines were introduced and employees received training. Communication was lacking 
throughout the process. These results provided little evidence of using existing 
guidelines for change as presented by Mabey and Mayon-White (1993); Kotter (1999); 
Hunsaker (2001); Brown and Harvey (2006); Hayes (2010) and Robbins and Judge 
(2013). 
 
Sub-problem three: 
What are the desired outcomes associated with the organisational change in general, 
and as implemented at S.P. Metal Forgings Uitenhage? 
 
The theory presented in chapter three revealed that organisational change is aimed at 
attaining acceptable levels of quality, performance, customer satisfaction and employee 
satisfaction. 
 
This sub-problem was also addressed during the interview with Manners and with the 
questionnaire used in the empirical study. The interview revealed that the intention of 
the change effort was predominantly focused on turning the organisation from a loss 
situation into a profit generating entity. In order to do this a number of areas needed to 
be addressed. These areas included: 
• Redeveloping the organisational structure. 
• Introducing new technology. 
• Improving poor moral of employees. 
• Improving efficiency levels. 
• Obtaining new work at realistic selling prices. 
• Improving poor production quality. 
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The responses from the questionnaire revealed that, after change the customer’s needs 
were better met, and the equipment was used more efficiently. The newly acquired 
equipment was being used for its intended purposes and revised procedures were 
followed. The responses showed that the employees were not certain about the future 
plans of the organisation. 
  
Sub-problem four: 
What are the key aspects of the current culture at S.P. Metal Forgings Uitenhage? 
 
The results from the empirical study revealed that a culture of improved customer focus 
had been established. It was also revealed that the relationship between employees 
and management had not improved much as employees did not feel valued or 
recognised.  The respondents indicated that they were not driven to perform at their 
best, which can be associated with the lack of recognition. The respondents felt that 
communication on the site was generally not adequate and that the management was 
not open to discussions and did not elicit the opinions of employees 
 
The study proceeded well and no major problems were experienced, as explained in the 
next paragraph.  
 
6.3 EVALUATION IN TERMS OF PROBLEMS AND LIMITATIONS 
 
No major problems were encountered in the duration of the study. The questionnaire 
was distributed randomly by hand to employees of S.P. Metal Forgings Uitenhage. A 
response rate of 62 percent was obtained. Huysamen (2001: 149) stated that for a 
questionnaire of this nature, a response rate of less than 50 percent can be expected. 
De Vos (2002: 172) confirmed this by claiming that a response rate of 50 percent is 
adequate and made the statement that a 60 percent response is considered to be good 
and that a 70 percent response is considered as excellent. The analysis of the data 
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proceeded smoothly and useful data was obtained which provided a solid basis for 
recommendations, as presented in the next paragraph.  
 
6.4 RECOMMENDATIONS 
 
The three main objectives of the study were as follows: 
 
• To interview the managing director to determine the extent and the urgency of 
the organisational change at S.P. Metal Forgings Uitenhage. 
 
• To investigate existing literature related to organisational change management 
and the desired outcomes of change. 
 
• To conduct a survey to determine the extent to which S.P. Metal Forgings 
Uitenhage had followed the theoretical guidelines for change and whether they 
had achieved the desired outcomes of change, as well as to assess the current 
culture of the plant.  
 
As these objectives have been achieved, the focus is shifted to making 
recommendations based on the research findings. The following recommendations flow 
from an analysis of the findings: 
 
a) An accepted change model should be adopted prior to the implementation of any 
significant change. This will drive the change efforts to follow a process which 
has previously proven successful. When organisations do not have the 
necessary expertise to plan and manage change, it is imperative to contract the 
services of experienced change agents. The theory offers a variety of models 
that have been used across different industries and are considered as valid.  
 
b) A crucial aspect of organisational change is to create alignment between the 
vision, strategy, departmental performance and individual performance.  The 
results of the study indicated that the goals and strategy in this organisation were 
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not optimally cascaded down into the rest of the organisation.  It is also reflected 
that communication was not used as a tool of change.  It is therefore 
recommended that the vision and strategy is driven down into the organisation 
through a process of management of objectives, where goals, in line with the 
vision, are set at every level of the organisation.  
 
c) Prior to the implementation of any change, open discussions and the free flow of 
information should take place. This starts with the formulation and articulation of 
a vision that is exciting and stimulating. It is also recommended that in future, a 
comprehensive communication plan be developed, which could include mass 
meetings, roadshows, meetings, utilizing bulletins, Intranet and newsletters, 
through which the vision, milestones and celebrations are communicated.  
 
d) A fundamental aspect of organisational change is that it is a collaborative 
process. This will encourage willing participation by those affected and allow for a 
quicker and more willing implementation period. This will also be seen by the 
workforce as an attempt by senior management to improve the current 
relationship. 
 
e) The results showed that employees did not feel valued or recognized.  It is 
therefore recommended that the company reconsider its recognition process and 
build in tokens of visible appreciation.  
 
f) The results showed that outcomes such as efficiency and customer satisfaction 
were attained, but that employees were not committed or proud of the 
organisation. This is a reflection of the organisational culture, which might not be 
supportive.  The company could invest in a drive to create a united organisational 
identity with which employees could identify.  
 
g) A constructive and supportive organisational culture should be established. Top 
management’s support, employee participation and effective communication 
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should be developed. The culture should be open and willing to accept opinions 
of others. The developed culture should be adaptive and able to respond quickly 
to global pressures.  Such a culture can be established through a well-planned 
socialization process, orientation, training and development, rewarding people for 
the correct behavior, with values and celebration of achievements that underline 
the desired culture. An important aspect of establishing the desired culture is the 
example that senior leaders set through modeling and communication. A 
continuous evaluation process should be established and maintained for the 
successful implementation of an improved culture. 
 
h) The organisation in question should develop itself as a learning organisation as 
this will ensure continued commitment to the acceptance of change for success. 
A learning organisation is characterized by the ability to continuously adapt and 
change (Robbins & Judge, 2013: 628). 
 
The above analysis of the results and presentation of recommendations present 
opportunities for further research.  
 
6.5 AREAS FOR FUTURE RESEARCH 
 
The following areas for further research have been identified: 
 
• As the internal corporate culture can play a significant role in the ongoing 
success of the organisation, it is important to understand and nurture a positive 
culture which works in a positive manner for the organisation. Further research 
could be conducted into the analysis of the corporate culture in the organisation 
in question. This could be developed into a model and analyzed against the 
corporate cultures of organisations which are currently seen as trend setters in 
the automotive component industry. 
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• The study was based on the changes in a single site in the automotive 
component industry. Further research could be conducted on the 
implementation of organisational change in multiple industries within South 
Africa. The focus of such a study would be the impact on the workforce and the 
acceptance of the changes. 
 
• Whilst conducting the theoretical study it was noted that the organisational 
change models are based on theories relevant to countries in the Northern 
Hemisphere. Further studies could be conducted on successful change efforts 
which have taken place in South Africa. From such a study, a change model 
could be developed which addresses the unique situations which are 
experienced in South Africa and which encompasses the many different 
cultures which can be found within the typical South African labour force. 
 
• The study revealed that communication was considered to be poor. Further 
research could be conducted into the means of communication and what is 
required for effective communication to take place within industries with 
employees of diverse race groups, cultures and languages. 
 
6.6 CONCLUSION 
 
Organisational change is never easy and is often introduced under strenuous 
circumstances, such as acquisitions and mergers. Change cannot be done 
haphazardly, but must be well-planned and executed. Change requires transformational 
leadership, a clear vision and analysis, as well as carefully planned and properly 
implemented interventions.  The outcomes of change must be clear and the success of 
change must be measured against these outcomes. There are multiple stakeholders 
involved in change, ranging from senior management, middle-level management, 
supervisory staff, employees, suppliers and customers. These stakeholders should be 
made part of the change process. 
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Finally, the relationship between the manner in which organisational change is 
introduced, the organisational culture which has the potential to be redefined during this 
period and the success of the change efforts are relevant to any organisation. If the 
organisational culture is developed in such a way that it is willing to accept change, then 
the change efforts will be easily implemented and the chances for success are high.  
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ADDENDUM A  
COVERING LETTER 
 
Researcher: Daryl Whittal 
 
MBA Student 
 
Nelson Mandela Metropolitan University 
 
Dear Sir / Madam 
 
I am an MBA student at the Business School of the Nelson Mandela Metropolitan 
University and I am conducting on the changes which have been introduced into your 
production facilities after the acquisition by SP Metal Forgings. The study covers the 
period from when SP Metal Forgings acquired the organization to the present moment. 
The information which is gathered will be presented as part of my dissertation. 
 
Your response will be completely anonymous and should not take more than 15 
minutes of your valuable time. Please return your completed questionnaire to the 
designated box which has been placed at reception in the foyer to the admin block no 
later than the 30th of August 2013. 
 
The questionnaire is anonymous and thus does not require your name or clock number 
and as a result no response can be traced to any individual. Please answer the 
questions honestly and frankly so that the data will be truly reflective of reality.  
 
Thank you very much for your assistance 
 
Regards 
 
 
_____________________ 
Daryl Whittal (MBA Student – Nelson Mandela Metropolitan University)  
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ADDENDUM B 
 
SECTION A: DEMOGRAPHIC DETAILS:   
INSTRUCTION: 
 
Please answer each question by placing an X in the appropriate box which best fits your 
answer. 
 
 
1. What is your current age? 
Under 20 years  
20 - 25 years  
26 – 30 years  
31 – 40 years  
41 – 50 years  
51 – 60 years  
61 years and 
older 
 
 
2. What is your gender? 
Male  
Female  
 
3. What is your racial group? 
Black  
Asian  
Coloured  
White  
Other, please specify  
 
………………………………………….. 
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4. How long have you been employed at the site currently known as SP Metal 
Forgings? 
Less than 3 years  
Between 3 and 5 
years 
 
Between 6 and 10 
years 
 
More than 10 years  
 
 
5. What is your current employment status? 
Permanent  
Contract  
 
 
6. Are you employed as a salaried or hourly staff member? 
Salaried  
Hourly  
 
 
7. Which department are you currently working in? 
Forge 
Cutting 
Section 
 Forge 
Production 
 Machine Shop 
Production 
 Forge 
Quality 
 Machine 
Shop 
Quality 
 
Finishing 
Area 
 Forge 
Maintenance 
 Machine Shop 
Maintenance 
 Toolroom  Support 
and Office 
staff 
 
 
 
8. What is the level of your formal education? 
Did not complete high school  
Matric  
Technical College diploma/ Certificate  
Technikon diploma/ Certificate  
Technikon Degree  
University Degree  
Post-graduate degree (e.g.Honors, Masters, 
Doctoral Degree) 
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9. Area you in a supervisory position? 
Yes  
No  
 
 
10. If you answered‘Yes’to the previous question (yes, you are in a supervisory 
position), please answer the next two questions. If you answered ‘No’ please 
continue to Section B. 
 
 
10.1. What is the level of authority of your current position? 
Departmental 
Manager 
 
Supervisor  
Foreman  
Team Leader  
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SECTION B: ORGANISATION CHANGE MODELS: 
 
INSTRUCTIONS: 
 
This section of the questionnaire contains a number of statements about the 
organization in which you are employed.  
 
There are no wrong or right answers. Just give your honest opinion. 
 
Please answer each question by placing an X in the appropriate box.  
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1 Major changes were made in the 3 years before the 
acquisition was made by SP Metal Forgings. 1 2 3 4 5 
2 In the years before the acquisition was made by SP Metal Forgings, there was a culture of continuous improvement. 1 2 3 4 5 
3 New processes were introduced in the 3 years before the 
acquisition. 1 2 3 4 5 
 
4 After the change to SP Metal Forgings Uitenhage, a desired vision was established. 1 2 3 4 5 
5 The new vision was communicatedto all employees. 1 2 3 4 5 
6 Desired goals were established and communicated. 1 2 3 4 5 
7 Strategies were developed to meet the vision. 1 2 3 4 5 
8 New tools and equipment were provided to achieve the desired goals. 1 2 3 4 5 
9 Since the change to SP Metal Forgings Uitenhage, new processes have been implemented. 1 2 3 4 5 
10 
Since the change to SP Metal Forgings Uitenhage, 
employees have been required to develop new 
competencies and skills 
1 2 3 4 5 
11 Since the change to SP Metal Forgings Uitenhage, a 
culture of continuous improvement has been established. 1 2 3 4 5 
 
12 Individual departments have been evaluated for the identification of potential changes. 1 2 3 4 5 
13 The entire site was evaluated for the identification of potential changes. 1 2 3 4 5 
14 A team approach was adopted, using employees to identify potential changes and improvements. 1 2 3 4 5 
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15 Research was conducted prior to implementing any 
changes. 1 2 3 4 5 
16 The information gathered from different departments was 
shared amongst all employees. 1 2 3 4 5 
17 Prior to any change, the results from the data analysis was presented and made available to all employees. 1 2 3 4 5 
18 Prior to implementing changes, the needs for the changes 
were discussed with those affected. 1 2 3 4 5 
19 Employees had the opportunity to give their thoughts and 
suggestions on the proposed changes. 1 2 3 4 5 
20 An action plan was put together based on the discussions held relating to the proposed change. 1 2 3 4 5 
21 Comprehensive training was provided relating to the 
changes. 1 2 3 4 5 
22 Once the change was introduced, the results achieved 
were discussed with employees involved. 1 2 3 4 5 
 
23 Changes made in reporting structures were 
comprehensively communicated. 1 2 3 4 5 
 
24 Tasks not adding value to the customer were discontinued. 1 2 3 4 5 
25 Employees were encouraged to push boundaries. 1 2 3 4 5 
 
26 Changes were made to the Uitenhage site based on the 
success of other sites. 1 2 3 4 5 
27 Radical changes were made to departments based on the 
success of other departments. 1 2 3 4 5 
 
28 A clearly identified change leader was responsible for the 
change effort. 1 2 3 4 5 
29 A task team was put together to lead the changes made. 1 2 3 4 5 
30 A positive attitude was created towards the changes. 1 2 3 4 5 
31 The objectives ofchangewere understood by all involved. 1 2 3 4 5 
 
32 Achievable time periods were set for the implementation of 
various change efforts. 1 2 3 4 5 
33 The bigger the change, the more support were received by 
management.  1 2 3 4 5 
34 Major changes, for example new production lines, were implemented in less than a 12 month period. 1 2 3 4 5 
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SECTION C: CHANGE OUTCOMES: 
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1 An increase in production quantities has been experienced. 1 2 3 4 5 
2 The Overall Equipment Efficiency (OEE) has improved. 1 2 3 4 5 
3 An improvement in production quality has been experienced. 1 2 3 4 5 
4 The number of customer complaints has reduced. 1 2 3 4 5 
5 New equipment is being used for its intended purpose. 1 2 3 4 5 
6 New processes and procedures are being adhered to. 1 2 3 4 5 
7 SP Metal Forgings Uitenhage is in a position to react to global pressures. 
1 2 3 4 5 
8 SP Metal Forgings Uitenhage is in a position to compete globally. 
1 2 3 4 5 
9 Post the changes, the organization is now sustainable. 1 2 3 4 5 
10 Employees are better trained and more competent. 1 2 3 4 5 
11 Employees feel more committed to the organization. 1 2 3 4 5 
12 Employees feel proud to work for SP Metal Forgings.  1 2 3 4 5 
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SECTION D: ORGANISATIONAL CULTURE: 
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1 Since the acquisition by SP Metal Forgings, the relationship between employees and management has improved. 1 2 3 4 5 
2 Employees are valued in the organization. 1 2 3 4 5 
3 Employees feel driven to make a difference in the work place. 1 2 3 4 5 
4 The general atmosphere on site has improved. 1 2 3 4 5 
 
5 Employees are empowered. 1 2 3 4 5 
6 When new opportunities become available, they are offered to 
current employees prior to looking for an external appointment. 1 2 3 4 5 
7 Customer satisfaction is regarded as important. 1 2 3 4 5 
8 The organization values the community. 1 2 3 4 5 
9 The organization communicates timely to all employees. 1 2 3 4 5 
10 Employees have access to relevant information. 1 2 3 4 5 
11 The success of individuals is recognized. 1 2 3 4 5 
12 Team achievements are recognized and rewarded. 1 2 3 4 5 
 
13 The current culture encourages change. 1 2 3 4 5 
14 New ideas and concepts are discussed. 1 2 3 4 5 
15 Respect is shown for a diverse range of opinions, ideas and people. 1 2 3 4 5 
 
 
Thank you for taking your valued time and patience to complete and return 
this questionnaire. 
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ADDENDUM C 
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